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Abstract 
 
This is an investigation of guanxi and social ties that may influence the 
recruitment and selection and also the Human Resource Management (HRM) 
practices in the Chinese business environment. The purpose of this research is to 
examine how guanxi and social ties influence hiring practices in different 
business ownerships and which HRM model is the most suitable for China. 
Interviews and three case studies were conducted to examine this research 
question. Results indicate that guanxi and social ties can influence recruitment 
and selection decisions and they are still a common method for hiring in China. A 
hybrid model which combines both Chinese and Western HRM practices should be 
used. However, results also found that guanxi and social ties might be less 
important in the future. 
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Chapter 1: Introduction 
 
1.1 Introduction 
 
China is the most populous country in the world and it is one of the fastest 
growing economies in the past twenty years. According to the CIA World Fact 
Book (2008), the GDP real growth rate was about 11.4% in 2007 and China has 
become the second-largest world economy after the United States (US). The 
potential of China is enormous; therefore, many foreign companies would like to 
enter this market which has more than 1.3 billion people. After 15 years of effort, 
China finally entered the World Trade Organization (WTO) in 2001 and it was an 
important step for China to enter the global economic community. Lin, Cai & Li 
(2003) believe the accession to the WTO will be beneficial to the Chinas overall 
economic growth in the long term and it can create great business opportunities 
for foreign companies. 
 
In fact, China had experienced substantial economic reform since 1978, which 
was the date of Deng Xiaopings open door policy (Warner 1997). Numerous 
foreign companies started pouring into the Chinese market, but many of them 
have encountered considerable challenges in this transitional economy. Foreign 
companies have to deal with a communist power structure and huge cultural 
differences such as traditions, values, education and languages. China presents a 
business environment which is very different from that normally encountered by 
foreign companies. Foreign companies might need to modify or transfer their 
Human Resources Management (HRM) practices in order to fit the Chinese 
context and local employees. Unlike machines, products or technologies, human 
resources are extremely difficult to duplicate and undertake as they are unique in 
each organisation (Tien 2007). Verburg (1996) stated the successful HRM 
practices for managing personnel in country X do not necessarily have the same 
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impact in country Y, and there is no any single HRM approach which is universally 
applicable. Erez (1994) also said HRM practices might not lead to the preferred 
performance when applied in a different context. Local Chinese enterprises also 
started implementing HRM policies and practices in order to increase their 
competitiveness in the market. However, their own HRM practices with Chinese 
characteristics may not be good enough to compete with overseas firms. Thus, 
good HRM policies and practices are among the key functions in driving business 
forward and influencing business strategy for all companies. Sparrow et al. 
(1994) stated that HRM is increasingly seen as contributing to competitive 
advantage worldwide. Since HRM plays a key role in a company, there has been 
an increase in research into HRM practices in foreign companies in China. Notable 
among such studies is the work of Warner (1993, 1995) and Child (1991, 1994) 
on remuneration, Tsang (1994, 1998) on HRM in joint ventures, and Goodwill and 
Warner (1999) on labour management relations.  
 
There are several areas in HRM and recruitment and selection is one of the most 
important. Many other strategies in the modern HRM approach implemented by 
companies are based and depend on the success of organisations in recruiting 
and selecting the best applicants. Hence, capable employees are essential for the 
growth and development of companies. Nevertheless, in China, apart from formal 
recruitment and selection procedures, social ties and guanxi also play a vital and 
unique role in the process and these may affect the formulation and 
implementation of an effective recruitment and selection strategy. This may also 
be a problem for many enterprises when they want to practice their HRM policies 
in China.  Thus, it is important to know and learn about them and choose the 
most appropriate HRM model to apply.  
 
The dissertation will start by introducing the management and organisation of 
business before and after the economic reform and also the role of guanxi and 
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social ties in business operations. This will give a basic idea about the current 
business environment in China. After that, the development of HRM and several 
major models of HRM will be introduced and discussed. There will also be a brief 
description of the Chinese culture and characteristics which could impact on 
companys recruitment and selection methods, and HRM policies and practices. 
HRM practices in different ownerships and recruitment and selection methods will 
also be analysed briefly. For the discussion part, which HRM model is the best for 
recruitment and selection and HRM in China will be chosen. The paper will end 
with some recommendations to different enterprises and the trends of future 
recruitment and HRM in China. To supplement the field study, interviews and 
three case studies from three different ownerships of businesses will be used.  
 
1.2 Objectives 
 
This paper aims to investigate the role of guanxi and social ties in the 
recruitment and selection methods of different business ownerships. Through the 
in-depth analysis of the processes of recruitment and selection of different 
enterprises, the major objectives of this paper are: 
 
1- To find out the current HRM and recruitment and selection practices in China  
2- To find out how guanxi and social ties affect the recruitment and selection 
and HRM process in different business ownerships. 
3- To investigate which HRM model will be the most suitable one for enterprises 
in China 
4- To evaluate the role of guanxi and social ties in the future 
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Chapter 2: Management and Organisation of Business in 
China 
 
For centuries, China stood as a leading civilization in the world, but during the 
19th and early 20th centuries, it faced many internal and external problems such 
as military defeats, foreign occupation and civil unrest. After World War II, Mao 
Zedong became the chairman and established an autocratic socialist system in 
China. In 1978, Deng Xiaoping, the new leader, implemented an open door 
policy and focused on market-oriented economic development. Since then, China 
has developed much faster and many laws and regulation have been introduced; 
for example, the Labour Law of 1995 and the new Bankruptcy Law of 2007 
(Warner 1996, 2008). Finally, it entered the WTO in 2001, which was a great step 
for China to enter the global economy. 
 
2.1 Management and Organisation of Business in China before economic 
reform  
 
After the Chinese Communists assumed power in 1949, they built a command 
economy, in which market forces were severely reduced and government 
planners controlled the economy directly (Naughton 2007 P.55). All production 
materials were supplied by the government through planning, and all their output 
was sold to and allocated by the state. The revenue was remitted to the state, 
and all expenditures were approved and allocated by the central government (Lin, 
Cai & Li 2003 p.55). Moreover, the PRC followed a socialist heavy-industry-
priority development strategy, or Big Push strategy, with the assistance of the 
Soviet Union in the early 1950s (Naughton 2007, P.56) and a rudimentary 
planned economy was built at that time (He et al. 1995, P.57 & 241).  
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A socialist transformation campaign was also launched during this period. There 
were 18.1 million self-employed individuals in commerce and manufacturing and 
about 160,000 private entrepreneurs in 1952 (Lai 2006 P.32). However, in 1954, 
the state began to transform large-scale private factories into joint state-private 
ventures, with new investments from the state to expand or restructure them. 
For medium- and small-sized private enterprises, the transformation started with 
joint state-private enterprises and spread through all industries, ending with the 
establishment of new enterprises. Former private owners lost their own rights to 
manage their enterprises (Lin, Cai & Li 2003 P.54). Most private business had 
been nationalized or collectivized by 1958 because of the states expropriation 
and the promotion of production cooperatives. The share of non-state sectors 
dropped to 46% in 1957 and 12% in 1962. Private industry was regarded as the 
tail of capitalism and the enemy of the command economy and was strictly 
prohibited (Lai 2006 P.32). There were only a few of them operating covertly. 
 
In addition, China was almost free of foreign direct investment (FDI) and 
maintained only minimal economic contacts with the outside world in the pre-
reform period. As a result, the Chinese emphasized self-reliance and dismissed 
foreign aid. Foreign investment in China was limited to four joint enterprises with 
the Soviet Union and one joint enterprise with Poland (Gao, Wang, and He 1993, 
P.1412-13).  
 
Through launching a series of political movements, China accelerated its 
industrization and tried to achieve economic modernization. However, the results 
were far from satisfactory. The gap between China and more advanced countries 
widened rather than narrowed. For example, in 1950, Chinas gross domestic 
product (GDP) was more than twice that of Japan, but it was only 90% of Japans 
in 1980 (Lin, Cai & Li 2003 P.2). 
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2.2 Management and Organisation of Business in China after economic 
reform 
 
In 1976, Mao died and Deng became the new leader. Due to the low economic 
efficiency and insufficient production incentives, Deng hoped to strengthen the 
legitimacy by using reform measures to speed up economic growth and improve 
peoples living standard (Lin, Cai & Li 2003, P.140). Therefore, he initiated the 
open door and four modernization policies in 1978 (Warner 2008). The PRC 
changed from a centrally planned system to a more market-oriented economy. 
Reforms started with the phasing out of collectivized agriculture, and expanded to 
include the gradual liberalization of prices, fiscal decentralization, increased 
autonomy for state-owned enterprises (SOEs), the development of stock markets, 
the rapid growth of the non-state sector, and the opening to foreign trade and 
investment (Naughton 2007 P.58). 
 
China began to reform, and the first step was to introduce the household 
responsibility system (HRS) in rural areas. In urban areas, reform focused on 
decentralizing powers to SOEs and on allowing them to share profits. Thousands 
of SOEs were restructured, sold off, closed down, or leased out and the number 
of SOEs declined (Lai 2006 P.45). The reform also liberalized entry of non-state 
firms to markets, previously prohibited enterprises of collective, private, foreign, 
and hybrid ownership were allowed to enter markets and compete against SOEs 
(Lai 2006, P.31). Chinas privatization accelerated even faster after 1997, when 
President Jiang Zemin endorsed the sale of all but the largest state enterprises. 
Such a policy became know via the slogan Grasp the large, release the small 
(Shen 2008). The share of SOEs in productive output has fallen significantly from 
77.6% in 1978 to less than 30% currently (Warner 2008) and the number of 
SOEs fell from 262,000 in 1997 to 159,000 in 2002 (China Economic Review 
2004). The so-called dinosaur SOEs no longer dominate the economy, by either 
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share of output or employment (Warner 2008) and private businesses have been 
given gradually increasing recognition and legitimacy (Naughton 2007 P.105).  
 
The government has also adopted an open-door policy to attract foreign capital, 
allow FDI, establish joint ventures or exclusively foreign-owned enterprises and 
expand foreign trade (Lin, Cai & Li 2003 p.3). China started to allow foreigners to 
invest directly in China, introduced many regulations on FDI, and the State 
Committee for Administering Foreign Investment was established (Lai 2006, 
P.46). It has become a magnet for international production and investment 
(Warner 2003) and FDI has continued to pour in and topped US$63 billion in 
2006, up 5% year-on-year (Warner 2008). Today, there are about half a million 
foreign investment enterprises in China, with parent enterprises in more than 170 
countries (Tien 2007 P.7). FDI has three main entry methods in China: equity 
joint ventures (EJVs), cooperative joint ventures (CJVs) and wholly foreign-owned 
enterprises (WFOEs). In order to maintain control over the pillar industries and to 
benefit from FDI technology transfer, the Chinese government encourages foreign 
investment to take the form of joint ventures. In the early 1980s more than 90% 
of FDI was made in the form of joint ventures. Nonetheless, in recent years, with 
the removal of policy restrictions, FDI in the form of WFOEs has increased 
steadily and has begun to replace joint ventures as the major form of FDI since 
2001 (Tien 2007 P.9, P.79-81). 
 
The reforms that have been carried out over the past two decades have increased 
Chinas economic efficiency and adjusted its economic structure. After Chinas 
WTO entry, the foreign trade and investment regime become more liberalized and 
less opaque than before. The accession induced regulatory, institutional and 
normative changes and it has transformed the landscape of trade and investment 
in China (Qin 2007). China promised to open up its service industries and remove 
the restrictions in several industries such as telecommunications, banking and 
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other financial services for foreign companies (Tien 2007 P.35). A more market-
based version has been introduced incrementally. 
 
2.3 Management and Organisation of Business in China- The role of social 
ties and guanxi  
 
The Confucian influence, Maos bureaucratic heritage, the absence of the rule of 
law and the lack of free market forces in the process of Chinas transition to a 
market system caused social ties and guanxi to be extremely important in the 
PRC (Wall 1990; Tang 2003). In China, strong guanxi can shield companies from 
unexpected challenges, or it can minimize costs (Chen 2001 P.47). Many 
empirical studies have shown that interpersonal relationships and guanxi are key 
factors in the long-term business success in China (Luo 1997, Yeung & Tung 
1996). The Chinese term guanxi refers to a special bond between two persons 
created by the exchange of favours. Guanxi implies interdependence based on 
common interests or stakes (Su, Mitchell & Sirgy 2006). Normal business guanxi 
works like this: After a favour is performed by Party A, a sense of obligation rests 
with Party B. It is understood that Party B must at some point repay Party A. It is 
through this exchange of favours that a guanxi-based relationship is created 
(Fernandez & Underwood 2005). 
 
The absence of the rule of law and the presence of a powerful bureaucracy in 
China increase the personal power of government officials (Tien 2007 P.55). If 
companies have good relationships with officials, they may have more chance to 
deal with the government than other companies through the backdoor. Officials 
may give them certain priorities and political and legal protection in order to get 
business done. Hence, Tsui and Farh (1997) stated that guanxi and social 
relations take precedence over justice in the PRC. 
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Moreover, the importance of social ties and guanxi can be attributed to the lack 
of free-market mechanisms in resource allocation. The Chinese government 
wished to establish a socialist market economy and not to allow the full play of 
free-market forces; thus, social ties and guanxi remained necessary for the 
acquisition of scarce resources (Fang 1999, p.119).  
 
As for social and cultural factors, many agree that social ties and guanxi are 
rooted in Confucianism-dominated Chinese culture. Confucianism is very much 
concerned with interpersonal relationships in a society. These interpersonal 
relationships are supposed to be reciprocal, in the sense that the senior cares 
about the junior while the junior respects the senior; reciprocal relationships form 
the basis on which a society operates (Fang 1999). (Please see Chapter 4 for 
details). 
 
Additionally, building guanxi internally with peers, superiors and subordinates is 
vital, as it may enhance the loyalty of employees and facilitate open 
communication between subordinates, managers, insiders and outsiders. At the 
same time, guanxi should be built externally with suppliers, clients and 
government officials. Pearce & Robinson (2000, p.31-32) describe guanxi as A 
form of social investment that enriches the executives current resources and 
future potential, and it can enhance a firms competitive advantage.  
 
Based on those reasons, Warner (1995) argued that who you know is still very 
useful in peoples working lives and careers. The Chinese believe building 
interpersonal relationships and guanxi can help them to get things done more 
effectively and efficiently. Therefore, there is a huge potential and opportunity for 
businesses to practice social ties and guanxi in China, and great risk of failure if 
individuals and organisations refuse to do so. Tien (2007 P.57) stated that a firm 
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has to deal with social ties and guanxi strategically in their daily operations in 
order to achieve its business objectives.  
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Chapter 3:  Literature Review- The Development of HRM  
 
Bratton and Gold (2007 P.7) define Human Resource Management (HRM) thus: It 
is a strategic approach to managing employment relations which emphasizes that 
leveraging peoples capabilities is critical to achieving competitive advantage, this 
being achieved through a distinctive set of integrated employment policies, 
programmes and practices. They believe people can really make the difference, 
out of all other resources, and have the capacity to generate value. Thus, 
employment polices, programmes and practices must be coherent and integrated 
with organisational strategy in order to achieve organisational goals and 
contribute to the organisational success and contingencies. Millward et al. (2000) 
and Ulrich (1997) identify some key HRM functions, which are: planning, 
integrating, staffing, developing, motivating, designing, managing relationships, 
managing change and evaluating. Through these functions, HRM can increase 
organisational effectiveness, manage human capital management, knowledge 
management and reward management in a better way, improve employee 
relations and meet diverse needs (Armstrong 2006). 
 
In fact, The term Human Resource Management (HRM) has been subject to 
considerable debate, and its underlying philosophy and character is highly 
controversial (Bratton and Gold 2007 P.7). Different authors offer differing 
definitions of HRM and there is no widely acknowledged definition of it. Hence, 
exploring the historical development of HRM may be useful to understand its 
current definition and practice. Özbilgin (2004) stated that HRM has a complex 
and elusive history, as the rhetoric and practice of HRM have different historical 
paths of development. HRM as an academic area of work is said to have 
originated only in the 1950s with the works of Drucker (1954) and McGregor 
(1957). Nevertheless, the concept gained wider international recognition in 
academic and practitioner circles by the 1980s with a number of US academics 
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and managers (e.g. Tichy et al. 1982; Fombrun et al. 1984; Beer et al 1985; 
Walton & Lawrence 1985; Foulkes 1986), and UK academics and managers (e.g. 
Guest 1986; Miller 1987; Storey 1987; Torrington & Hall 1987; Armstrong 1987). 
The 1990s saw an even wider adaptation of HRM. 
 
Moreover, the history of HRM is also elusive because of changes in name and 
strategic direction. This has encouraged academic debate on what HRM comprises 
and if and how this new concept differs from personnel management. Legge 
(1995) explained that changing the name from personnel management to HRM 
was an inevitable outcome of the political economy and market conditions of the 
1980s. In fact, Özbilgin (2004) stated that HRM is a clearly interdisciplinary and 
fast-changing area of study. It includes earlier notions of welfare, manpower and 
personnel management, employee and industrial relations, as well as sociology 
and psychology of work. In the following sections, the comparison of personnel 
management and HRM, and the different models of HRM will be introduced and 
discussed.  
 
3.1 Personnel Management vs. Human Resource Management 
 
A number of authors believe there are more similarities than differences between 
personnel management and HRM. Legge (1989 P.27) suggests that there are not 
a lot of differences between these two approaches, but manages to detect some 
diverging aspects. These, however, cannot be qualified as substantial differences, 
but are rather a matter of emphasis and meaning (Legge 1995 P.74). Torrington 
(1989 P.66) comments that HRM only adds a further dimension to a multifaceted 
role, and is not totally a revolutionary concept. Armstrong (1987) claims that 
HRM is regarded by some personnel managers as just a set of initials or old wine 
in new bottles. Legge (2005 P.109) and Armstrong (2006) suggest there are 
some similarities between personnel management and HRM. Firstly, both 
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approaches emphasise the importance of integrating personnel/HRM practices 
with organisational objectives (Legge 2005). Secondly, both approaches place 
personnel/HRM firmly in line management (Legge 2005 P.109). Thirdly, both 
personnel management and at least a soft version of HRM are identical with 
regard to respect for the individual, balancing organisational and individual 
needs, and developing people in order to achieve their maximum level of 
competence both for their own satisfaction and to facilitate the achievement of 
organisational goals (Armstrong 2006). Finally, both models recognize that one of 
their most essential functions is that of placing the right people in the right jobs 
(Legge 2005; Armstrong 2006).  
 
Nevertheless, authors such as Storey have stated that HRM provides a completely 
new and distinctive form of managing personnel and a radically different 
philosophy and approach to the management of people at work (Storey 1989 
P.4). Therefore, he suggests there are a total of 27 points of difference between 
the two. Legge (1989 P.95) also depicts HRM as strategic, long term and 
proactive, with empirical descriptions of personnel management as short term 
and reactive. In fact, personnel management is often used in a more restricted 
sense to describe activities that are necessary in the recruiting of a workforce, 
providing its members with payroll and benefits, and administrating their work-
life needs. Torrington and Hall (1987) define personnel management as a series 
of activities which: first enable working people and their employing organisations 
to agree about the objectives and nature of their working relationship and, 
secondly, ensures that the agreement is fulfilled. Personnel management 
responds to changes in employment law, labour market conditions, trade union 
actions, government Codes of Practice and other environmental influences. Thus, 
it is reactive and diagnostic (Graham & Bennett 1998).  Furthermore, personnel 
management is also instrumental and mostly concerned with administration and 
the implementation of policies (Graham & Bennett 1998).  However, HRM is 
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concerned with the wider implications of the management of change and it seeks 
to integrate all the human aspects of the organisation into a coherent whole in 
order to achieve goals. Beer et al. (1984) point out that HRM is a longer term 
perspective in managing people and consideration of people as potential assets 
rather than merely a variable cost. Miller (1987 P.352) also asserts that HRM 
concerns the management of employees at all levels in the business and which 
are related to the implementation of strategies. HRM involves the integration of 
personnel and other HRM consideration into the firms overall corporate planning 
and strategy formulation procedures. It seeks proactively to encourage flexible 
attitudes and the acceptance of new methods (Graham & Bennett 1998). Through 
these, HRM can develop fresh ideas and give the business a competitive edge as 
well as enhancing employees long-term capabilities, and not just their 
competence at current duties. 
 
Moreover, HRM places great emphasis on employee commitment and it 
determines general policies for employment relationships within the enteprise. 
Therefore, it needs to establish an organisational culture which is conductive to 
employee commitment and co-operation. In contrast, personnel management has 
been criticized for being primarily concerned with imposing compliance with 
company rules and procedures among employees, rather than with loyalty and 
commitment to the firm (Graham & Bennett 1998). 
 
Additionally, there is a different perspective in employee relations between HRM 
and personnel management. Personnel management has a pluralistic approach 
while HRM has a unitaristic approach. HRM assumes that the best way to 
achieve objectives is to have identical interests for both sides of industry 
(management and employees). It believes that workers should naturally co-
operate with management and should work with it as a team, as well as seeking 
to assist management achieve its objectives. HRM also encourages direct 
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communication with employees rather than with their collective representatives.  
For pluralism, it believes management needs to recognize conflicting interests, 
to negotiate compromises, and to balance the demands of various groups. 
Through this, organisations can achieve consensus and long-term stability in 
management and employee relations (Guest 1987 P.507). 
 
3.2 Different Models of HRM  
 
A number of models have been elaborated in order to define the meaning of HRM 
and its fundamental characteristics. Debate has mainly focused on hard and 
soft forms of HRM. The hard HRM emphasizes the term resource and adopts a 
rational approach to managing employees; that is, viewing employees as any 
other economic factor, as a cost that must be controlled (Bratton and Gold 2007 
P.6). It focuses on the importance of strategic fit, where HR policies, programmes 
and practices are closely linked to the strategic objectives of organisations, and 
are coherent among themselves (Baird and Meshoulam 1988; Hendry and 
Pettigrew 1986). In contrast, the soft HRM model emphasizes the human 
aspects of HRM and thus advocates investment in training and development, and 
the adoption of commitment strategies to ensure that highly skilled and loyal 
employees give the organisation a competitive advantage (Bratton and Gold 2007 
P.6). It is concerned more with the goals of flexibility and adaptability and implies 
that communication and motivation play a central role in management (Storey 
and Sisson 1993). Storey (1989) has distinguished between the hard and soft 
forms of HRM, typified by the Michigan model and the Harvard model 
respectively. Both models will be illustrated briefly in the following part. 
Additionally, the Guest (1987) model which draws on both hard and soft 
dimensions of HRM will also be discussed. 
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3.2.1 The Michigan model of HRM 
 
This approach of HRM was developed by Fombrun, Tichy and Devanna (1984), 
who proposed that companies must build a direct link between their corporate 
and human resource (HR) strategies and structures in order to improve their 
performance. This model is regarded as hard because it sees employees as 
resources in the same way as any other business resources. Price (2007) argued 
that employees must be obtained as cheaply as possible, used sparingly and 
developed and exploited as much as possible. Moreover, it emphasizes the 
interrelatedness and coherence of HRM activities (Bratton & Gold 2007 P.22). It 
also requires that HR strategies have to fit the overall strategies of the business. 
Their formulation aimed at promoting an instrumental use of HR for 
realisingcorporate objectives. 
 
In this model (See figure 1), Fombrun et al. (1984) identified performance as a 
function of all the HR components in the HRM cycle, as follows: 
 
 
Selection 
 
 
Rewards 
Appraisal 
 
Human Resource 
Development 
Performance 
Figure 1: The Michigan Model of HRM (1984) 
Source: Bratton & Gold (P.21) 
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• Selection: Selecting people who are best able to perform the jobs which 
include internal movement of people and external hiring into the organisation 
(Fombrun et al. 1984 P.41). It also entails defining the organisations human 
needs for particular positions and assessing the available pool of people to 
determine the best fit (Tichy et al. 1982 P.51). 
 
• Appraisal: The performance appraisal data can determine employee rewards 
and be used in the future planning of the HR development.  
 
• Development: Developing employees to enhance their current performance 
at work as well as to perform in positions they may hold in the future 
(Fombrun et al. 1984 P.41). 
 
• Rewards: It emphasizes the importance of employee rewards and other 
forms of compensation for high levels of performance. Tichy et al (1982) 
believed organisations should launch effective and efficient reward systems in 
order to increase employees productivity for driving organisational 
performance. 
 
Bratton and Gold (2007 P.22) commented the HRM cycle is a simple model that 
serves as an heuristic framework for explaining the nature and significance of key 
HR practices and the interaction among the factors making up the complex fields 
of HRM. Their approach focuses on the organisation and how it can best respond 
rationally to its external environment. Furthermore, Pinnington & Edwards (2000 
P.11) stated that focusing on the level of the organisation has the advantage of 
drawing attention to aspects partly under the control of management, such as 
formal strategy, structure, and preferred culture.  
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The weaknesses of this model are that it is overly simplistic (Pinnington & 
Edwards 2000 P.11) and that its nature is apparently prescriptive, with its focus 
exclusively on the organisation and its needs. It ignores the wider environment 
and the interest of different stakeholders, situational factors and the notion of 
managements strategic choice (Bratton & Gold 2007 P.22). Moreover, attending 
to the organisational level may lead managers to assume that, through 
organisational strategy, structure, and HR systems, they have more power than 
they really have to change individuals and influence the external environment 
(Pinnington & Edwards 2000 P.11). Finally, it is also criticized for having a 
managerialist orientation and for assuming a unitarist perspective- this means 
that employees needs and interests are ultimately subservient to the needs of 
the organisation as dictated by management (Pinnington & Edwards 2000 P.14). 
 
3.2.2 The Harvard Model of HRM 
 
At the same period, a group of academics from the Harvard Business School 
argued for a broader framework for HRM decisions and strategy. The Harvard 
Model, formulated by Beer et al. (1984) is probably the most seminal model of 
HRM and has had a major influence on academic debate on that subject (Price 
2007). Compared with the Michigan model, the Harvard interpretation sees 
employees as resources, but they are different from other resources and they 
cannot be managed in the same way. They believe effective HRM depends not on 
strategies for controlling employees, but on strategies for winning employees 
commitment. The model demonstrates the influence of situational factors on 
stakeholder interests, and their impact on HR policy which are destined to deliver 
a raft of predetermined HR outcomes. These outcomes can produce long-term 
and sustainable benefits for individuals and organisations, as well as society as a 
whole (Özbilgin 2004). 
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The analytical framework of the Harvard model offered by Beer et al. (1985) 
consists of six components (See figure 2): 
 
1. Situational factors: These influence managements choice of HR strategy. 
This model incorporates workforce characteristics, societal values, labour market 
regulations, patterns of unionization and management philosophy, and suggests a 
meshing of both product market and sociocultural logics (Evans and Lorange 
1989). 
 
2. Stakeholder interests: General Managers must recognize the existence of 
other stakeholders and be able to incorporate the particular interests of these 
stakeholders. Stakeholders include owners, governments, workers, labour unions, 
communities and the managers themselves (Beer et al 1984).  
Stakeholder 
interests: 
 
Shareholders; 
Management; 
Employee groups;
Government; 
Community; 
Unions 
Situational 
factors: 
 
Workforce 
characteristics; 
Business strategy 
& conditions; 
Management 
philosophy; 
Labour Market; 
Unions; 
Task technology; 
Laws & societal 
values 
HRM policy 
choices: 
 
Employee 
influence; 
Human Resource 
flow; 
Reward systems; 
Work systems 
Human 
resource 
outcomes: 
 
Commitment; 
Competence; 
Congruence; 
Cost-effectiveness
Long-term 
consequences:
 
Individual well-
being; 
Organisational 
effectiveness; 
Societal well-
being 
Figure 2: The Harvard model of HRM
Source: Beer et al. (1984)
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3. HRM policy choices: Managements decisions and actions in HR management 
can be fully appreciated only if it is recognized that they result from an 
interaction between constraints and choices (Beer et al 1984). 
 
4. HR outcomes: These are high employee commitment to organisational goals 
and high individual performance leading to cost-effective products or services. 
The underlying assumptions here are that employees have talents that are rarely 
fully utilized at work, and that they show a desire to experience growth through 
work (Bratton & Gold 2007 P.23).  
 
5. Long-term consequences: These include three levels which are individual, 
organisational and societal. At the individual level, the long-term outputs 
comprise the psychological rewards that workers receive in exchange for effort. 
At the organisational level, the survival of the organisation is ensured by 
increasing effectiveness. At the societal level, some of societys goals are attained 
as people are fully utilized at work (Bratton & Gold 2007 P.23). 
 
6. A feedback loop through which the outputs flow directly into the organisation 
and to the stakeholders: It reflects a two-way relationships between the above 
five components. 
 
The Harvard model provides a useful analytical basis for the study of HRM and it 
recognizes a wide range of contextual influences on managements choice of HR 
strategy (Beer et al 1984). One of the strengths is the classification of inputs and 
outcomes at both the organisational and the societal level, creating the basis for 
a critique of comparative HRM (Boxall 1992). Furthermore, the acknowledgement 
of various interest groups has made the model much more amenable to export, 
as the recognition of different legal employment structures, managerial styles and 
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cultural differences can be more easily accommodated within it (Beardwell, 
Holden & Clayton 2004).  
 
However, there are some criticisms of the model. Poole (1990 P.2) argues that 
the related variables and their associated hypotheses are not developed in 
sufficient detail for an investigation to take place. Furthermore, Guest (1997) 
states there is an absence of a coherent theoretical basis for measuring the 
relationship between HRM inputs, outcomes and performance. Additionally, the 
authors themselves acknowledge lies in the concept of stakeholders. They 
advocate that employee groups and unions be considered as stakeholders; in 
much the same way they advocate consideration of individual well-being as an 
important outcome (Guest 1987 P.510). Finally, Guest (1987, P.510) also points 
out this model owes more to idealism than realism and it is unlikely to have 
meaning and influence in practice unless it is manifested in adversarial power.  
 
Based on recognition of the significance of both models, more formulations of 
HRM incorporate and display a combination of soft and hard attributes, rather 
than rejecting any one of them, and the Guest model is one of these. 
 
3.2.3 The Guest Model of HRM 
 
Guest (1989, 1997) has developed a more prescriptive theoretical framework, 
reflecting the view that a core set of integrated HRM practices can achieve 
superior individual and organizational performance (Bratton & Gold 2007 P.24). 
The Guest model is based on the assumption that HRM is different from 
traditional personnel management (Price 2007) and it has six dimensions of 
analysis: 
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• An HR strategy 
• A set of HR policies  
• A set of HR outcomes 
• Behavioural outcomes 
• A number of performance outcomes 
• Financial outcomes 
The core hypothesis for the model is that HR practices should be designed to lead 
to a set of goals of integration, employee commitment, flexibility/adaptability and 
quality of work (Guest 1987). Guest (1987 P.512) stated If HR can be integrated 
into strategic plans, if HR policies cohere, if line managers have internalized the 
importance of HR and this is reflected in their behaviour and if employees identify 
with the company, then the companys strategy plans are likely to be more 
successfully implemented. Employee commitment refers to concerns with the 
goals of binding employees to the organization and obtaining behaviour outcomes 
of increased effort, cooperation and organizational citizenship (Bratton & Gold 
2007 P.25). Committed employees can result in more loyalty, better performance 
for organizations, self-worth, dignity, psychological involvement and identity for 
the individual (Beer et al 1984 P.20). Flexibility/adaptability is seen as the 
employees receptiveness to innovation and change (Bratton & Gold 2007 P.25). 
Through this, organizations can expect superior performance. Quality of work is 
concerned with all aspects of employee behaviour that bear directly on the quality 
of goods and services (Bratton & Gold 2007 P.25).  
The Guest model can clearly map out the field of HRM and classifies the inputs 
and outcomes. The model is useful for examining the key goals usually associated 
with the normative models of HRM (Bratton & Gold 2007 P.26). Guests 
constructed set of theoretical propositions can also provide a framework for a 
critical dialogue on the precise nature of HRM and the tensions between hard 
and soft versions (Legge 2005). 
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Nevertheless, it may simply be an ideal type and posit unrealistic conditions for 
the practice of HRM (Keenoy 1990, p.367). Guests model has been criticized for 
presenting an ideal and for assuming unrealistic conditions for practicing HRM. 
Guest himself reported ten years later, in 1997, that the link between the 
adoption of HRM policies and high performance remains somewhat elusive. It 
may also make the error of criticizing managers for not conforming to an image 
that academics have constructed (Boxall 1992). Furthermore, it presents the HRM 
model as inconsistent with collective approaches to managing the employment 
relationship (Legge 1989). 
In this section, the development and the differences between personnel 
management and HRM have been briefly discussed. The Michigan model, the 
Harvard model and the Guest model have also been introduced. In sum, the hard 
HRM emphasizes the quantitative, calculative, and business strategic aspects of 
managing the headcount resource in as rational a way as for any other 
economic factor while the soft HRM emphasizes communication, motivation and 
leadership (Price 2007).  
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Chapter 4: HRM Development in China  
 
The desire of many foreign companies to start their businesses or increase their 
investments in China has given rise to questions about the applicability of HRM in 
cross-border operations. Verburg (1996) pointed out that HRM practices seem 
quite difficult to apply outside Europe and the US due to different organisational 
structures, cultural values and legislative regulations. Good HR practices can help 
to develop a human resource pool that adds value to the firm, and in turn 
enhances the firms performance (Bae & Lawler 2000). 
 
In fact, China has developed its own personnel management practice starting 
1949, which used to be represented by the Iron Rice Bowl (tie fan wan) policy. 
The Iron Rice Bowl means that companies took total care of their employees by 
providing them with wages, housing, employment security, social and medical 
insurance through lifetime employment systems. However, the growing and 
changing Chinese economy forced these traditional personnel and employment 
practices to change in the late 1980s in order to allow for further development of 
the economy and improvements in the livelihood of the Chinese workforce 
(Verburg 1996). Additionally, China has become one of the most attractive 
markets for foreign investors. Not only do they adjust their HRM policies to fit to 
the Chinese market, but, to some extent, their HRM practices also influence 
Chinas personnel management practices and force certain changes in it. 
 
The chapter starts with identifying the traditional Chinese culture and values. 
After that, it mainly focuses on Chinas HR policies and practices before and after 
the economic reform. It also introduces HRM practices in different types of 
businesses. Finally, it ends with the most common recruitment and selection 
methods in China. 
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4.1 Identifying Chinese Culture and Traditional Values  
 
China is the worlds longest continuous civilization with the longest tradition of 
record-keeping and collection (Ropp 1990, p.x). Chinese people are proud of 
their culture, and a strong sense of cultural superiority is ingrained in the Chinese 
mind (Fang 1999 P.26). T. Moran, Harris & V. Moran (2007) define culture as A 
distinctly human means of adapting to circumstances and transmitting this coping 
skill and knowledge to subsequent generation. It gives people a sense of who 
they are, who they belongs and how should they behave. Culture and behaviour 
are closely linked to each another (Fang 1999 P.25) and they could impact on 
morale and productivity at work and determine the success of a business. 
 
After the implementation of the open door policy, China has become more open 
to the world and western culture and thoughts have entered into China. These 
could bring some new values to China. However, as a result of Chinese history 
and socialization and other reinforcing factors, these core values cannot vanish 
suddenly, but change gradually over time (Lockett 1988). Child (1994, P.28) 
stated Chinese culture and tradition is particularly deep-rooted and before the 
20th century it was largely undisturbed by foreign influence. It is a strong 
attribute of Chinese society, of which the members remain very self-
consciousnesses. Moreover, China is a huge country and there are cultural 
differences in different regions. Although the population may generally share 
some core elements of a common culture, they will also exhibit contrasts in 
attitudes and behaviours (Child 1994). 
 
In generally, Confucianism is a fundamental philosophical tradition which has 
shaped Chinese culture for over 2,500 years, despite the great influence of 
Taoism and Buddhism in Chinese society (Fang 1999, P.27-28). The impact of 
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Confuciuss ideas on traditional Chinese values and beliefs can be summarized in 
the following four principles (Zhao 1993): 
 
• Family orientation and the family as the key unit in society. Loyalty to family 
should be stronger than any other relationship 
• A hierarchical view of society is central to Confucianism 
• Leaders have an obligation to provide their subordinates with decent living 
conditions, but subordinates must respond with loyalty and obedience 
• Power should only be exercised by people who have been educated in the 
proper manner. 
 
There is a growing need for knowledge about unique cultural characteristics 
(Chan & Dasborough 2006). These cultural characteristics impact hugely on the 
HRM practices in China (Child & Markoczy 1993; Lockett 1988, 1990; Tan 1990). 
Lockett (1988) identifies four cultural values which he argues have particular 
relevance for management in China: 
 
• Respect for age and hierarchy 
• Orientation towards groups 
• The preservation of face (mianzi) 
• The importance of social ties and guanxi 
 
In the following part, these four cultural values will be introduced briefly. 
 
4.1.1 Respect for age and hierarchy 
 
One important hallmark of Confucianism is its teaching on respect for age and 
hierarchy (Fang 1999, P.135). Chinese people are accustomed to respecting the 
aged and hierarchy; for example, in Chinas SOEs, age (nianling) and rank (jibie) 
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are peoples two most important assets regarding the rating of professional titles, 
allocation of housing, increments in salary and so on (Fang 1999, P.138). Gao et 
al. (1996, P.285) also stated In Chinese culture, there are conditions associated 
with speaking, and not everyone is entitled to speak A spoken voice, thus is 
equated with seniority, authority, experience, knowledge and expertise. 
Therefore, listening becomes a predominant communication activity in Chinese 
culture and young people prefer obeying superiors orders and doing nothing 
more than the job descriptions. Respect for age and hierarchy embodies favours 
organisational hierarchy and centralized decision-making (Child 1994); however, 
it may also hinder the development of individual responsibility and initiative. 
 
4.1.2 Orientation towards groups 
 
The second feature is group orientation. Throughout its long history, China has 
been firmly within the collectivist camp. In Chinese tradition, the extended family 
is the basic social unit, which encourages the development of a strong collective 
and group orientation (Child 1994). Therefore, Chinese people would rather be 
regarded as members of a group than be seen as individuals. Tang & Ward 
(2003, p.10) said such societies tend to be characterized by participation in 
intense social interaction that affords little privacy, leading to a corresponding 
stress on the need to maintain harmony relationships. Moreover, enterprises are 
seen as ideally based on moral ties reminiscent of the family rather than cold 
contracts (Tang & Ward 2003 P.11). The relationships between members of a 
group or unit are close and they are like brothers and sisters. There is an obvious 
distinction between insiders and outsiders, and outsiders need some time to 
establish trust when they enter into a serious business relationship (Tang & Ward 
2003 P.11).  
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4.1.3 The preservation of face (mianzi) 
 
The Chinese people are extremely concerned about their face (mianzi); face is 
described as ones dignity, self-respect, and prestige (Hofstede & Bond 1988, 
P.8). Face is not only a persons private affair but also a concern of the persons 
whole family, social networks, and community at large (Fang 1999 P.144). The 
concept of face is embedded in the Confucian notions of shame and social 
harmony. Harmony is found in the maintenance of an individuals face (Hofstede 
& Bond 1988, P.8). Thus, people try their best to keep harmony and avoid  giving 
offence. Tang & Ward (2003 p.18) believe that care is needed to preserve the 
face of other people, especially the face of superiors. Criticism of others could 
cause loss of face (Tang & Ward 2003 P.18) and it is very discreditable and bad 
for a Chinese person. When a manager criticizes an employee in public, the 
manager makes the employee lose his/her face, which may cause depression in 
that employee (Huo & Glinow 1995). This could damage the personal 
relationships between them. 
 
Therefore, Chinese traditional communication style is relatively indirect and 
implicit in order to preserve harmonious relationships and avoid losing face. 
Changes on the work floor are likely to be disruptive, since stability is very 
important for maintaining harmony (Hofstede 1991). Thus, Chinese employees 
typically take passive attitudes towards their work when compared with foreign 
employees. The preservation of face could also cause trouble in performance 
appraisal systems as people are too reluctant to express themselves.  
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4.1.4 Importance of social ties and guanxi 
 
As mentioned in Chapter 2, social ties and guanxi are essential in China. 
Fernandez & Underwood (2005) believe that a strong guanxi network is a 
fundamental and important element for operating in the PRC.   
 
China has been under the governance of the communist party for nearly 60 years 
and it impacts deeply on Chinese beliefs and values. Apart from the four cultural 
values which were identified by Lockett (1988), Fang (1999, P.71) also added the 
importance of guoqing (the PRC condition) and ji (Chinese stratagems).  
 
It is essential to understand how the above Chinese traditions and values 
influence HRM practices in China. Foreign companies should keep some of their 
practices and they should also modify some of them in order to fit the Chinese 
context. Bond and Hwang (1986), however, affirmed that the importance of 
traditional values in Chinese society is diminishing. Tsui et al (2004) also 
suggested that communist ideologies as well as economic reforms since 1978 
have brought Western management philosophies and practices into Mainland 
China and have brought changes to traditional Chinese values and practices. As a 
result, a mixed and unique culture is now being created in China incrementally.  
 
4.2 HRM Development before the economic reform 
 
Chinese HRM practices are quite different from Western HRM practices. There are 
a number of historical factors that have influenced HRM practices in China, 
including more than 6000 years of history, cultural and ideological factors, 
political-economic factors, and the role of administrative bureaucracy. Before the 
economic reform, the Central Planning committee controlled all aspects of the 
economy and society and the state intervention was also extended to the 
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structure and responsibility of personnel function at the organizational level. 
Managers of all levels were only involved in the administrative function and policy 
implementation under rigid policy guidelines (Child 1994; Cooke 2003a). 
 
Under these circumstances, the PRC managed its workforce via a form of 
personnel management (renshi guanli), which they had partly borrowed from 
their Soviet counterparts (Warner 1995). It was a bureaucratic device to run the 
SOEs which were set up in the 1950s and had three major characteristics: iron 
chair, iron wage and iron rice bowl. 
   
The iron chair means the state controlled appointment and promotion of 
managerial staff. The state could even determine the number of people to be 
employed and sources of recruitment. No job market existed and the HRM was 
totally controlled through regional and local departments (Cooke 2005, P.19). The 
criteria for job assignments were based on political and government needs. 
Companies could not select the right workers and fire incompetent workers; the 
mobility of labour was minimal and workers were stuck with their work units 
(Danwei) and the work units were stuck with them as well (Tang & Ward 2003 
P.37). Therefore, employees could be burdens rather than assets for SOEs. As a 
result, many SOEs operated at a loss, with others receiving marginal marks.  
 
For the iron wage, the state centrally administered wages and unilaterally set 
the pay scales for different categories of workers. There were little or no 
differences in pay among different levels of positions and the wages of a factory 
manager and a worker were similar. Differing occupations which required widely 
varying skills all shared a similar pay structure (Cooke 2005, P.42). From the 
viewpoint of the Communists, all people should have similar pay regardless of 
educational background, work experience and contribution in order to minimize 
the gap between rich and poor people. Seniority was the key promotion criterion 
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and poor performers were tolerated. Thus, there were few incentives for 
employees to learn skills and work hard (Bjorkman et al 1999). 
 
However, workers enjoyed the iron rice bowl policy of guaranteed lifetime 
employment and cradle-to-grave welfare system (Child 1994). For most people, 
entering employment was a once-in-a-lifetime event with lifelong job security 
(Cooke 2005, P.42). Remuneration may have been modest and slow to rise, but 
security of employment was guaranteed (Tang & Ward 2003 P.37). Work units 
were responsible for providing comprehensive welfare to workers and workers 
could enjoy a broad range of workplace welfare provisions such as housing, 
health care, childrens schooling, pensions, transportation, and employment for 
spouses, as part of the responsibility of the nanny employer (Warner 1996a; 
Cooke 2000). Ding (1997) said the enterprise played the role not only of a 
production centre, but also a welfare institution. The responsibilities of a work 
unit might also include resolving family disputes, arranging hospitalization for 
workers and counselling young people on family planning and education of 
children. 
 
Low efficiency, lack of incentives, overstaffing, and a high level of bureaucracy 
have been major problems shackling the performance of the state sector (Cooke 
2005, P.42). These characteristics were once dominant in the personnel 
management system of the PRC because, until the 1980s, the vast majority of 
Chinese employment organisations were state-owned with a minority collectively 
and privately owned (Cooke 2005, P.19-20). However, China was increasingly 
under competitive pressure and faced the needs for modernization. Under these 
circumstances, economic reform was launched in 1978 and this had a huge 
impact on and brought challenges to the traditional HRM practice in China. 
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4.3. HRM Development after the economic reform 
 
The inefficiency of Chinas traditional economic system was first recognized in the 
1960s; however, there were no major changes made in the basic framework of 
this system until the 3rd Plenary Session of the 11th Chinese Communist Party 
Congress in December 1978 (Lin, Cai & Li 2003 P.137). Lin, Cai and Li (2003, 
P.137) said Before 1978, economic reforms existed only in the form of a re-
delineation of economic and administrative functions among sectoral and regional 
governments, and in a corresponding cyclical increase or decrease in the number 
of administrative authorities. The basic trinity of the traditional economic system 
remained intact. The situation of state dominance began to change in the late 
1970s after China adopted an open door policy to attract FDI and domestic 
private fund in order to revitalize the economy (Cooke 2005, P.20). Rapid and 
fundamental changes in Chinese HRM policies had taken place during the 1980s 
and especially during the 1990s (Easterby-Smith et al. 1995). The open door 
policy and the opening up of private sectors made it necessary for the state to 
reform the SOEs to make them more efficient and competitive, mainly by 
shedding a large number of workers, linking performance to reward and job 
security, privatization and implementation of management responsibility system 
(Cooke 2005, P.43- 44; Lin, Cai & Li 2003 P.154). Moreover, the reform was 
mainly through the sharing of management power and profit between the 
government and SOEs. Eventually, it bought to an end to the planed state 
economy which was characterized by high welfare, high employment rate, low 
wage and low productivity. The market economy has been introduced to China 
and the new economic system gradually took shape as a result of the survival-of-
the-fittest process (Lin, Cai & Li 2003 P.139). In the coming section, HRM 
practices including recruitment, training & development, appraisal & rewards and 
retention will be introduced. 
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4.3.1 Performance Appraisal 
 
Since the economic reform, performance appraisals have been widely used in 
Chinese firms (Shen 2008). It was used mainly for personal development and 
determining pay by identifying employees strengths, weaknesses, and 
promotability (Chow 2004). The government issued The Regulation on Workers 
Performance Appraisal which outlines a performance appraisal scheme for cadres 
in order to distinguish between high and low performers within the enterprises 
(Dowling, Welch & Schuler 1999). Some new approaches such as management by 
objectives, internal subcontracting and position specification have also been 
developed. The iron bowl rice was to be abolished (Chen 1995, Ngo, Lau & Foley 
2008) while enterprises could distinguish high and low performers (Dowling, 
Welch & Schuler 1999). 
 
4.3.2 Rewards & Compensation 
 
Since the mid-1980s, firms have been given the autonomy to devise their own-
remuneration systems within the given state guidelines (Shen 2008). Later in the 
1990s, a performance-based reward system linking compensation with 
achievement was introduced to replace the grade-based system (Shen 2004b). 
Since then, performance-based compensation has become the trend and 
egalitarianism has been replaced (Dowling, Welch & Schuler 1999). The new pay 
system is now to be linked to the financial return of the work unit and the 
individual performance (Cooke 2005, P.46). Additionally, wage differentials are 
increased significantly between skilled, dangerous, specialist jobs and non-skilled 
jobs, and between active workers and laid-off workers (Huang 1998). Job 
responsibility (position wages) and education (including skill wages) have 
replaced seniority as the most significant predictors of pay (Cooke, 2005, Shen 
2004b, Zhu 2005). Bonuses and profit sharing are also incorporated into 
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compensation structures (Ding et al. 2006). Therefore, these measures can 
attract people to upgrade their skills for the more demanding jobs (Cooke 2005, 
P.46). It can also provide sufficient incentives so that employees are motivated to 
work better and concern themselves more with the efficiency of enterprises 
(Ding, Akhtar & Ge 2006). 
 
Moreover, there is a new welfare schemes in which all employers and employees 
are required by law to make a contribution to five separate funds: pension, 
industrial accident, maternity, unemployment and medical insurance (Warner 
1996b). The system is intended to shift the huge welfare burden by the (state) 
employers alone towards a system which involves the employer, the individual 
employee and the social insurance company (Cooke 2005, P.20- 22). 
 
4.3.3 Recruitment 
 
Since 1986, all newly employed workers in the state sector have been hired on a 
contract basis to replace jobs for life (Dowling, Welch & Schuler 1999). This 
reduces job security of individuals and contracts can be terminated by the 
employer due to employees poor performance, violation of company rules, or 
company bankruptcy (Cooke 2005, P.46, Shen 2008). By the end of 1996, a 
labour contract system had become compulsory in both public and private sectors 
and it has facilitated decentralization of employment practices. Additionally, 
employment policies and practices have been decentralized to the enterprise 
level, managers have more autonomy to select their employees, and two-way 
selection is more common, which means individuals can choose their jobs and 
enterprises can choose their employees freely (Dowling, Welch & Schuler 1999, 
Shen 2008, Chow, Fung & Ngo 1999). The State Economy Commission issued a 
document in 2001 which requires SOEs to deepen the establishment of a system 
in which managerial workers should compete for their posts with both upwards 
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and downwards mobility (Cooke 2005, P.22). In the report, SOEs are also 
required to establish an independent employment system without interference 
from other bodies. 
 
4.3.4 Training and Development 
 
Developing human resources through employee training is another major issue 
for the economic reforms. Training is usually run by vocational training schools, 
and enterprises usually encourage employees to choose courses for further 
education for professional and management training and pay their employees 
expenses (Cooke 2005, P.47, Shen 2008). The government has also collaborated 
with institutions from the US, UK, Australia and etc. to conduct some courses 
such as MBA programs (Dowling, Welch & Schuler 1999). Moreover, a system 
called competing for the post was introduced in SOEs and public sector 
organisations. Employees would be assessed through tests once a year on their 
competence to work in a particular post. Those who came last would arrange for 
further training in order to increase their competence (Cooke 2005, P.22). 
 
After the economic reforms, enterprises, of no matter what kind of economic 
ownership model, have become profit-oriented. Recent research shows that since 
the enterprise reforms of the late 1970s in China, employers or enterprise 
management have been given almost unlimited power over employment relations 
and workers have been disadvantaged (Cooke 2005, Zhu & Warner 2005). 
Consequently, long working hours, low wages, and bad working conditions 
(Y.Zhu & Warner 2005) have become routine in many firms. The table in the nexy 
page shows the iron rice bowl employment model and its successor. 
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Pre-reform model Post-reform model 
State ownership Diffused ownership 
Resource-constrained Market-driven 
Technical criteria Allocative efficiency 
Economic cadres Professional managers 
Iron rice bowl Labour market 
Jobs for life Employment contracts 
Work assignment Job choice 
Personnel administration Human Resource Management 
Egalitarian pay and perks Performance-related rewards 
Enterprise-based training Outside courses 
Company flats Rented housing market 
In-house social services External social provision 
Free medical care Contributory medical insurance 
Central trade union role Weaker union influence 
High institutional dependency Low institutional dependency 
Table 1: The iron rice bowl employment model and its successor (Braun 
& Warner 2002) 
 
4.4 HRM in different ownership types  
 
There is substantial variation in the way HRM is managed among different 
ownership types in China (Ding et al. 2006, Zhu & Warner 2004) and the impact 
of HRM also is likely to differ among firms (Ngo, Lau & Foley 2008). The result by 
Ngo, Lau & Foley (2008) showed that the levels of adoption of HRM practice were 
lower in SOEs than in foreign-invested enterprises (FIEs) and POEs. Ding, Lan & 
Warner (2001) also said The more they were foreign-owned, the more likely they 
were to have HRM embedded. 
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The number of FIEs has increased substantially in China over the past two 
decades. Western mainstream practices in HRM such as formal performance 
appraisal, performance appraisal, performance- based compensation, and 
extensive training have been widely adopted in these firms (Ding et al. 2006). 
Warner, Goodall and Ding (1999) said FIEs adopt a more market-oriented 
approach in managing HR than local firms. The reasons are that they face fewer 
institutional constraints and enjoy greater autonomy and flexibility in their HRM 
practice (Chow et al. 1999). At the same time, Cooke (2004) also noted that FIEs 
tend to develop sophisticated HR systems, many elements of which are Western 
practices transferred and adapted to suit the Chinese environment. 
 
For the POEs, Warner (1996c) pointed out that they have greater room in their 
HRM practice than SOEs. However, the kind of HRM to be found is often 
concerned with short-term issues such as wages, promotion and welfare rather 
than long-term strategic ones (Warner 2008). Moreover, HRM practices in POEs 
tend to be informal and non-systematic because of their short history (Zhu 
2005). Cooke (2004) also believed POEs are lack of comprehensive HRM strategy 
and a well-structured HRM system. Nevertheless, Zhu (2005) noticed POEs have 
started to invest more in HRM and develop their own HRM systems nowadays in 
order to improve their market competitiveness and to attract and retain talents. 
 
For the SOEs, they took on more marketized HRM functions such as recruitment, 
training and performance evaluation than before (Ding & Akhtar 2001; Zhu & 
Warner 2004). However, HRM in many SOEs are still affected by social and 
political considerations, government interference and organisational inertia (Ding 
& Akhtar 2001). Goodall and Warner (1999) noted that some traditional practices 
(e.g. provision of social welfare and personnel administration) co-exist with 
market-oriented practices (e.g. employment contracts and performance-related 
rewards) in lots of SOEs. Warner (2008) commented that HRM system as a 
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hybrid one, which is mixed what remained of the old one with the newer 
features. 
 
4.5 Recruitment and Selection methods 
 
Recruitment can be defined as the process of seeking and attracting a pool of 
qualified candidates for a job vacancy, and is said to be a major cause of strategic 
changes in firms today (Li, Liao and Chu 2006). A firm must be able to attract 
qualified employees otherwise it may suffer from their operations. A recent 
survey conducted by Mercer Human Resource Consulting (2007) pointed out that 
the top HR issues in China were building leadership capabilities in employees, 
acquiring and retaining key talents. Companies may find that it is not easy to 
acquire people with management ability, high levels of technical expertise, 
language skills, education background and working experience. Therefore, it is 
important for companies to have an effective employee recruitment and selection 
methods in order to attract the best candidates (Dessler 2006). 
 
Li, Qian, Liao and Chu (2008) pointed out many competitive MNCs commit a large 
amount of their resources to employee recruitment in the Chinese market. Braun 
and Warner (2002) conducted interviews in 12 enterprises and found out that 
recruiting in China is similar in many aspects to the West. Job fairs, media 
advertising, recruitment agencies, online recruitment, online recruitment 
agencies, individual recommendations and employment services at universities 
are the common methods for recruitment. Internship is also another major source 
of new employee which is a method that is widely adopted by foreign companies 
to discover and attract competent employees (Li, Qian, Liao & Chu 2008). It can 
allow a firm to have more time to observe the performance of applicants in a 
more comprehensive way. Additionally, companies will use different approaches 
for hiring varied positions. For example, when companies recruit manager or 
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skilled employees, they tend to use job fairs or media advertising; when they 
recruit unskilled workers, they prefer to use recruitment agencies or word of 
mouth (Shen 2007).  However, as mentioned earlier, a major challenge facing 
lots of enterprises is the difficulty in recruiting and retaining managerial talent 
with the requisite skills to operate in that environment and further to persuade 
qualified candidate to transfer to China (Bjorkman & Xiucheng 2002; Collings & 
Scullion 2006). 
 
For the selection methods, Braun and Warner (2002) found that the dominant 
employee selection method that involved analyzing the applicants resume and 
then interviewing the person. Another researcher also found that job interviews 
are the most essential screening tools, however, psychometric tests are not 
popular in China as lack of locally validated versions are available (Chow 2004). 
Several employers improved interview validity by asking questions based on the 
specific skills that the job required (Dessler 2006). 
 
In summary, HRM development and recruitment and selection strategies are still 
in an early stage and there are lots of spaces for improvements. No matter what 
kind of enterprises, they should all respect and learn from the Chinese culture 
and values, and design the HRM practices based on them in order to fit the 
Chinese context. Otherwise, they may fail to implement their policies and 
practices effectively in China. 
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Chapter 5:  Research Methodology and Methods 
 
Relevant theoretical knowledge and the history of HRM in China have been 
examined in the previous three chapters. In this chapter, research methodology 
for this paper will be described. This research paper has adopted three mini case 
studies as its research method in an attempt to generate an in-depth analysis of 
recruitment and selection in China. Hartley (2004) describes a case study 
approach is appropriate to provide an analysis of the context and processes which 
illuminate the theoretical issues being studied. Based on the nature of this paper, 
qualitative methodology should be an effective way to generate data that helps to 
identify and assess the recruitment and selection methods in Carlsberg China, 
Tomer Electronics & Watch Co. Ltd. (Tomer) and Da Jia Le. Other than case 
studies, semi-structured interviews complement the review of some of the 
company documents as other sources of data. This chapter aims to elaborate the 
chosen research methodology and the data collection method which has been 
employed, along with presentation of the actual research process.  
 
5.1 Qualitative Methodology- Values and Hurdles 
 
This section provides a brief discussion of qualitative methodology by highlighting 
its advantages and disadvantages to the comprehension of HRM, recruitment and 
selection in China. The choice of using qualitative methodology is made upon the 
nature of the dissertation topic as to assess the implementation of the HRM 
strategies in three different kinds of business organisations in depth. It can also 
be useful for understanding how guanxi and social ties affect the current 
recruitment and selection situation in China from eleven new graduates 
perspectives.  
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Qualitative research focuses on less rigorous sampling and garnering textual 
information for non-statistical analysis (Wilson 2003). Its primary concern is with 
answering the questions Why? and How?. It attempts to understand peoples 
behavior and find out how people are affected by the events that go on around 
them and how opinions and attitudes are formed. Skinner et al. (2000 P.165) said 
Qualitative research focuses on peoples experiences and the meanings they 
place on the events, processes and structures of their normal social settings 
This provides a holistic view, through the participants own words and 
perceptions, of how they understand, account for and act within these situations. 
Thus, it could provide a richer answer to a question and different from 
quantitative research which predominantly focuses on factual knowledge and 
singular truth. Gephart (2004) also believes qualitative research could provide 
valuable insight which may have been missed by quantitative research and it 
could help researchers get into peoples hearts and minds, to understand their 
decisions and values. Hence, qualitative research is particular value for 
researches that seek to explore organisational goals, linkages and process in the 
organisations, and to understand failures of policies and practices (Skinner et al. 
2000). In this paper, qualitative research has been used as it can help author to 
understand more about the topics and why things are the way they are (Bryman 
2004), which is essential for the area of interest has not been investigated before 
or lack of information. It can help author to understanding the full, multi-
dimensional and dynamic picture of the recruitment and selection in MNCs, POEs, 
SOEs and governmental organisations. 
 
Although qualitative methodology has been justified for utilization in this research 
paper, there are still some key challenges. As both Bryman (2004) and Chisnall 
(2005) stated, qualitative methodology is intrinsically subjective and bias is 
difficult to avoid. The researcher is the main instrument of data collection, so 
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what is observed and heard and also what the researcher decides to concentrate 
upon is very much a product of his or her predilection (Clark-Carter 2001). 
Bryman (2004) also concerned about the lack of transparency and generalization 
of the qualitative methodology. Nevertheless, qualitative research could still 
provide some good and valuable information for this paper. 
 
5.2 Sources of Data 
 
Appropriate data sources are necessary for interpreting and analyzing data and 
generally speaking, there are two types of data collection methods, namely, 
primary and secondary data. McDaniel and Gates (1999) define secondary data 
as information and statistics that have been previously gathered from some other 
purposes relative to the problem at hand. It plays an important role in the 
research process and ensuring analysis of the collected data. 
 
Secondary data is important as it can save a lot of wasted time and effort in the 
primary research phase of a project. It offers enormous advantages such as 
providing a complete or partial solution to the problem in the questions and 
comparative data by which primary data can be more insightfully interpreted 
(McDaniel & Gates 1999). Therefore, a variety of secondary data was collected for 
this paper. Several management textbooks and journals such as Pacific Journal of 
Human Resources and The International Journal of Human Resource Management 
have been used, as they have many related topics and discussions about HRM in 
China. Electronic databases such as EbscoHost have been used as well. In 
addition, secondary data was also collected by using information which was 
provided by Carlsberg China, Tomer and Da Jia Le. 
 
Other than secondary research, primary research is also vital for understanding 
how guanxi and social ties affect HRM and recruitment situation for this paper. 
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Primary research aims to collect primary data, which are the original data and 
gathered especially from the research needs (Sauders et al. 2007). In most 
primary data collection, the researcher questions respondents what they think 
about the topic or how they might behave under certain conditions (Cateora & 
Ghauri 2000). In this research paper, semi-structured interview has been used in 
order to collect primary data for understanding the topic. In the following parts, 
the details of case study research and interview will be introduced. 
 
5.3 Case Study Research 
 
With the purpose of making this research persuasive, three real cases of 
recruitment and selection from three different types of companies in China have 
been chosen as part of the study. Creswell (1994 p.61) defines a case study as A 
single, bounded entity, studied in detail, with a variety of methods, over an 
extended period. Case studies can explain, describe, illustrate, explore or 
evaluate the social phenomenon researchers are interested in (Yin 2003). 
Although Baker and Foy (2008 p.160) said It has been criticized for its mindless 
empiricism in that no attempt is made to link the description with theory, and its 
tendency simply to record information without any attempt to structure or 
analyse that information, case studies may still be one of the most useful and 
appropriate methods to answer research problems of what Perry (2001) terms 
the how and why. Cassell and Symon (2004 P.323) also believe that case 
studies can produce fascinating details about life real-life context in a particular 
organisation and it is a comprehensive research strategy. It is a good way of 
finding out what is happening, collecting and analysing related data and reporting 
results. However, Yin (2003) added there is a lack of rigor in a case study 
research and researchers can be biased to influence the direction of findings. 
Additionally, a single case is not good enough to present a generalized view for all 
other organisations. 
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5.4 Semi-structured interview 
 
Other than case study research, this paper has also used semi-structured 
interviews by telephone for collecting principal data. An interview involves a 
personal exchange of information between an interviewer and one or more 
interviewees in which the interviewer seeks to obtain specific information on a 
topic with the co-operation of the interviewees (Baker & Foy 2008 P.215). Semi- 
structured interview is a combination of both closed and open-ended questions 
(Baker & Foy 2008 P.229). Unlike fixed-response interview where all the 
interviewees are asked the same set of question and asked to choose the answer 
from among the same set of alternatives, semi-structured interviews are 
particularly useful to identify interviewees attitudes, motives and behaviour by 
encouraging them to express their own opinions and feelings freely over the 
issues generated from a list of open-ended questions prepared by the interviewer. 
Burgess (1982 P.107) summarized the importance of interviews: It is the 
opportunity for the researcher to probe deeply to uncover new clues, open up 
new dimensions of a problem and to secure vivid, accurate inclusive accounts 
that are based on personal exerience. Semi-structured interview conversations 
can be allowed to take whatever path the participants find most interesting and 
best suitable for them (Clark- Carter 2001). They allow choosing how to answer 
the questions and they can elaborate and extend the contents of their views. 
Although Clark- Carter (2001) added that researchers are likely to have some 
preliminary ideas for the interview and guide at the least the initial questions, the 
researchers are not going to constrain the conversations. Therefore, interviewers 
could not set a framework for the answer, and they will have to steer the 
conversation back to the given topic and select the useful material. On one hand, 
semi-structured interviews allow flexibility and reflexivity in the interview and, are 
thereby more likely to generate answers in depth. On the other hand, they still 
have the advantages of a structural approach which enables the relevance of the 
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answer to ease the process of data collection and transcribing for this research 
study (Bryman 2004). 
 
5.5 Designing Interview Questions  
 
As mentioned above, all interview questions formats are open-ended which 
interviewees are able to express their views freely on the specific topic. All 
research questions were designed to be based on the theoretical structure 
developed in the previous chapters. As the interview goes on, new ideas or 
insights might emerge when the interviewees further developed their opinions. 
This is one of the characteristics of open-ended questions and it is more 
exploratory in nature and can lead to many other questions that cannot always be 
determined in advance (Maylor & Blackmon 2005 P.229). King (2004) suggested 
that probes are needs in order to follow-up responses and elicit greater details 
from interviewees. Thus, good preparation is important and the order of interview 
questions was arranged with deliberation and skills to provoke response 
effectively. For the contents of the interviews, some questions were slightly 
varied and modified according to the job nature and position of the interviewees. 
Hence, the interview questions with executives were not totally the same with 
newly graduates. Two samples of interview questions are attached for reference 
in the Appendix.  
 
5.6 Sampling of Participants 
 
For the purpose of this study, author has selected a purposive sampling 
technique. By this, interviewees were selected by the researcher with a specific 
purpose or objective in mind (Diamantopoulos and Schlegelmilch 2000). Denzin 
and Lincoln (2000) observed that many qualitative researchers employ purposive, 
not random, sampling methods in the way that individuals, groups or settings are 
 53
sought out where the processes being studied are most likely to occur. As 
recruitment and selection are two-way concept, therefore, not only owners and 
senior staffs from three different kinds of enterprises were chosen but also newly 
graduates were selected for interviews. Altogether, Carlsberg China executive, 
Tomer Electronics & Watch Co. Ltd. (Tomer) assistant chairman of Board, Da Jia 
Le previous owner and general manager, and eleven new graduates were 
selected in deliberation. Fifteen of them were important as they were closely 
related to the context and process for this paper. Due to the limited time and 
resources, it is impossible to include a large number of interviewees for this 
qualitative research. This is exactly what Wilson (2003) has been mentioned: 
Although a bigger sample may reduce the sampling error associated with the 
research, this has to be balanced against costs and interviewing time. Thus, the 
scope of this qualitative investigation could be restricted to some extent. 
 
5.7 Interview process 
 
Initial contacts with Carlsberg China, Tomer, Da Jia Le and eleven graduates 
regarding for interviews were made by telephone in early July. Permissions were 
given for allowing author to conduct interviews with them. After confirmation of 
the schedule from interviewees, 15 interviews were carried out by telephone 
between 21st and 26th of August, 2008 (See interviewee list in table 2). Telephone 
interview allows researchers to make contact with participants with whom it 
would be impractical to conduct interview on a face-to-face basis because of the 
distance and prohibitive cost involved and time required (Saunders et al. 2007). 
Before interviewing, author practiced it with coursemates in order to prevent 
making basic errors. Clark-Carter (2001) said it is always good to do that and 
give participants a professional feeling. Moreover, the objectives and questions of 
the interview were sent to interviewees by e-mail a week before the interview 
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was made. It could be helpful for interviewees to understand the nature of the 
research and do some preparation before the interviews (Silverman 2001). 
 
Interviewee Company/ University Position 
Sunny Wong Carlsberg Chief executive 
Sun Lei Tomer Electronics & 
Watch Co. Ltd. 
Assistant chairman of 
Board 
Wang Ke Jia Da Jia Le Previous owner 
Wang Ke Ji Da Jia Le Ex-general manager 
Steven Ma Nottingham University Graduate, looking for a 
job at the moment 
Nica Wei Nottingham University Graduate, looking for a 
job at the moment 
Alec Fu Nottingham University Graduate, working in his 
family-owned business 
Susie He  Nottingham University  Graduate, looking for a 
job at the moment 
Edison Wang University of Sunderland Graduate, graduate 
trainee in a POE in China 
Sun Bo University of Sunderland Graduate, looking for a 
job at the moment 
Surina Wong Nottingham University Graduate, looking for a 
job at the moment 
Wang Lin Beijing Union University Graduate, graduate 
trainee in a POE in China 
Alan Long University of Sunderland Graduate, working in a 
POE in China 
Gladys Bai University of Sunderland Graduate, looking for a 
job at the moment  
Manho Tang University of Hong Kong Graduate, graduate 
trainee in an aircraft MRO 
(Maintenance, Repair & 
Overhaul) in China 
Table 2: Interviewee List 
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At the start of each interview, author reminded them they had no obligation to 
participate the interviews and could withdraw at anytime.  Furthermore, 
participants were assured of confidentiality and anonymity. Seale, Gobo, Gubrium 
& Silverman (2004) stated that this is essential, as confidentiality is a 
fundamental guiding ethical principal for research. While the interview with the 
executive from Hong Kong was in Cantonese, mandarin was the language used 
when interviewing with other participants. For the length of the interview, Wilson 
(2003) said it is not the most important factor; researchers should emphasis on 
the quality and reliability of the response. Therefore, interviews lasted in the 
region of 25-55 minutes individually and let the interviewees to feel as confidence 
as possible. Clark-Carter (2001) mentioned establishing rapport for respondents 
is essential and it could motivate them to continue with a longer and better 
interview. All telephone interviews have been recorded by taking notes. This can 
not only help author to write up the results, but also note down any issues that 
might be worth returning to during the interview, should any topics need probing 
or the conversion needs more direction (Maylor & Blackmon 2005 P.232). All 
interviews ran smoothly and interview data were analysed and interpreted 
following the theoretical framework derived from the previous chapters. Interview 
data were translated into English thereafter and generated and presented in the 
next chapter. The outcomes of the study were sent back to all the participants for 
validation of the data as well. 
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Chapter 6: Mini Case studies (Carlsberg China, Tomer 
Electronics & Watch Co. Ltd. & Da Jia Le) 
 
6.1 Mini case study 1- Carlsberg China 
 
Carlsberg first entered the Chinese market in 1876. In World War II and the early 
stage of the establishment of the PRC, Carlsberg had a short interruption in 
China. In 1978, Carlsberg entered the Chinese market again. Carlsberg Hong 
Kong responded to the production and distribution of Carlsberg in Mainland China. 
In 1995, Carlsberg set up its own factory in Huizhou and started producing its 
own brand in China. Nowadays, Carlsberg is one of the biggest foreign brewers 
and there are more than 7,000 staff and nearly 30 breweries in China. Other than 
its own brand, Carlsberg wholly owns Kunming Huashi Brewery Co. Ltd. and Dali 
Beer Co. Ltd. Additionally, Carlsberg has created joint ventures with Lhasa Beer, 
Lanzhou Huanghe Enterprise Co. Ltd, Xinjiang Wusu Beer and Ningxia Beer 
(Carlsberg China 2008). 
 
Through a series of acquisitions and joint ventures, Carlsberg China has become 
the leading brand in China, especially in the western region. Like other regional 
offices, Carlsberg China believes that employing and developing the right people 
is a key to their success. Therefore, it has developed a strong human resources 
team to support and manage their current employees and to find new talents. 
Normally, there are mainly four areas of job which include HR, commercial, 
production and distribution that people can apply for. At Carlsberg, no matter if it 
is in China or Denmark, they recruit people in a fair, transparent and consistent 
manner. Recruitment is always carried out jointly by the line manager and the 
local HR department in a professional manner. Corporate HR in Denmark will also 
be involved in senior management appointments (Carlsberg 2008).  
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Figure 3: Carlsberg recruitment procedures (Source: Carlsberg 2008) 
1. The job value analysis 
Before recruiting for any position  existing or new - we undertake a detailed analysis of the 
role and its responsibilities and consider how it fits into the department. 
2. The job profile 
Then we produce a job profile with a clear job description and a list of the competencies and 
qualifications required.  This is a key tool in helping us to judge whether you match the 
position. 
3. Candidate sourcing 
We use a variety of sourcing channels to target the right pool of candidates for every vacant 
position. These include job advertisements, external recruitment providers and search and 
selection agencies (head-hunters). 
4. Job interviews 
You may be asked to attend a number of interviews, depending upon the complexity and level 
of the position.  At least one of these will be with your potential new manager, but further 
interviews with other key people may be required before we can make a decision. 
5. Test or assessment 
We will inform you in advance of the methods that will be used to assess you. Our standard 
test package includes a personality questionnaire and numerical and verbal ability tests, 
adapted to the specific position. We will always give you verbal feedback on your results. 
6. Grandfather interviews 
If you are selected, you will sometimes be invited back for a final interview with your potential 
new managers manager. This gives us an expert second opinion on your suitability for the role. 
7. References 
Late on in the process, and only with your prior consent, we may contact your referees to 
check the facts from your application or obtain information on your previous performance. We 
usually only take up references on the top candidate and only ask questions relevant to the 
position. 
8. Contract 
Your new contract will be sent for your signature before your first working day. We grade all 
positions in accordance with the Carlsberg grading system and offer an appropriate salary 
package and working conditions. We will also ensure that your contract complies with local 
legislation. 
9. Induction 
We invest a lot of time and resources to get the right person on board  as do you! So well 
ensure you receive a well-planned and efficient introduction to your new role to make you feel 
welcome and able to contribute effectively right from the start. 
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Carlsberg always use two main methods to evaluate candidates which are 
interviews and a standard test package. The package consists of a personality 
questionnaire, numerical and reference checks. Carlsberg also uses case 
interviews, reference checks and assessment centers for finding the best 
candidates for their companies. The whole Carlsberg recruitment procedures is 
shown in figure 3. 
 
6.2 Mini case study 2- Tomer Electronics & Watch Co. Ltd. 
 
Tomer Electronics & Watch Co. Ltd. (Tomer) was established in Hong Kong in 
1984. It is the subsidiary of Shenhua Sky Base Trading Co. Ltd of the Shenhua 
Group. Tomer has developed itself as one of the leading companies in R & D, 
manufacturing and marketing of timepieces (Tomer 2008). The company has 
been operating in a close partnership with the suppliers and factories in Hong 
Kong, Zhujiang River Delta region and Taiwan. Its production capacity and sales 
have reached more than five million timepieces and their products are exported 
to North America, Europe and also mainland China (Tomer 2008). 
 
Like lots of SOEs, Tomer set up their own HR department for recruitment and 
selection after the restructure in the late 1990s. Other than guanxi, several 
recruitment methods which include job fairs, online application and recruitment 
agents have added for recruiting new employees since then. According to the 
interview with their assistant chairman of Board, Sun Lei, Tomer also uses 
relatively different strategies or methods for recruiting junior and senior staffs. 
For recruiting junior staffs, the company recruits people in Hong Kong by both 
guanxi and formal recruitment procedures such as Internet, recruitment agents 
and job fairs. Through that Tomer (2008) claimed it can try their best to create 
value for shareholders, staffs and societies. For recruiting senior staffs, Tomer 
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only recruits people with guanxi. Their parent company arranges and appoints 
directly from their group headquarter in Beijing and HR managers does not have 
any rights to ask about the appointments. For the evaluation process, Tomer uses 
interviews, numerical and verbal ability tests, physical examination and 
observations (Tomer 2008). 
 
6.3 Mini case study 3- Da Jia Le 
 
Da Jia Le was established in 1993 and it is a POE in Beijing. It is a food 
processing company and its products include bread, cakes, desserts, Chinese 
snacks, festival and seasonal foods. It employed more than 100 staff before it 
was sold to another company in late 2006 due to the highly competitive business 
environment. Before that, Da Jia Le used newspaper and magazine 
advertisements, recruitment agents, job fairs and guanxi to recruit their 
potential employees. For senior employees, they preferred to hire people with 
previous related experience in that industry and they did not like to hire people 
from SOEs as their values and thinking are quite different from the people from 
POEs. Da Jia Les previous owner, Wang Ke Jia, said people in SOEs could shirk all 
day and contribute nothing to the enterprises, but they could not accept this in 
POEs because they did not have any subsidies by the government. For junior 
staff, Da Jia Le preferred to employ people who had just graduated from colleges 
or universities. Wang said they are fresher and easier for them to manage. They 
also used guanxi for recruiting temporary seasonal staffs but Wang claimed this 
was the only way when there were no other choices. For selection process, Da Jia 
Le used face-to-face interviews and basic numerical and communication skill tests 
for all their applicants.  Thus, Da Jia Le mainly used formal recruitment and 
selection procedures rather than guanxi in order to maximum their profits and 
productivities. 
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Chapter 7: Data Analysis 
 
Based on the four interviews with three different kinds of businesses and 11 
interviews with university graduates, the author found that social ties and 
guanxi cannot completely be avoided in recruitment and selection in China. 
There are several key findings from the interviews, which are:  
 
(1) Guanxi is still a common recruitment method in China 
(2) Guanxi is very important in recruitment and selection in SOEs/ Governmental 
jobs 
(3) Guanxi is less important in recruitment and selection in POEs 
(4) Guanxi is not that important in recruitment and selection in MNCs 
(5) Guanxi plays a less important role in China: Mixed opinion 
(6) Guanxi plays a more important role in inland China 
 
In the following part, all the findings and results will be explained. 
 
7.1 Sources of guanxi 
 
From interviews which author has conducted, several sources of guanxi 
recruitment can be divided. The first one is children/relatives/friends of 
employers; the second type is children/ relatives/ friends of employees; the third 
is children/ relatives/ friends of government officials and the last is based on 
business relationships. However, these employees might not be qualified for the 
recruitment requirement and companies still have to employ them as they do not 
have any other choices. More significantly, employing these people could enable 
them to maintain the relationships between suppliers, government officials, 
distributors and clients. Tomer Electronics & Watch Co. Ltd (Tomer) assistant 
CEO, Sun Lei, summed up the importance of guanxi 
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We and our parent company depend heavily on guanxi and individual 
recommendations in recruitment as it can bring lots of benefits for us. On one 
hand, we can deal with our suppliers, distributors and customers more easily and 
they could give us some benefits for managing our business; on the other hand, 
the children or relatives of suppliers, distributors and customers can work in our 
company directly without any formal applications. Thus, I believe it is a win-win 
situation. 
 
A POE owners daughter, Nica Wei also said: 
 
 Guanxi seem to be the only reliable job-hunting method. A huge number of 
applicants will easily bury your resume at the bottom if you do not have some 
guanxi with the employer. The success rate for the job is extremely low without 
good guanxi.  
 
7.2 Guanxi is still a common recruitment method in China 
 
9 out of 11 graduates who have found their jobs in the past two years said they 
used guanxi to find a job before and it is still a common and popular recruitment 
method in China.  
 
Beijing Union University graduate, Wang Lin stated: 
 
 If my friends or classmates are working they will let me know if there are any 
vacancies in their companies. I can save lots of time job hunting through 
guanxi.  
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University of Sunderland graduate, Edison Wang also said: 
 
The chance of getting a job will be much higher and I can get more first-hand 
and reliable information about the job. For companies, it is natural for employers 
to pick applicants that are recommended by people they know well as it can save 
lots of money and time for searching appropriate employees. Thus, it is important 
for us to show our abilities to employers skilfully. 
 
This result can prove why the survey by the Shanghai Labour and Society 
Security Bureau in 2005, which polled more than 4,000 locals, found that asking 
friends and family members for help is the best way to find a job in China 
(Shanghai Daily 2005). 
 
7.3 Guanxi is very important in recruitment and selection in SOEs/ 
Governmental jobs 
 
All the respondents, no matter whether they are working in the SOE, POE, MNC 
or university graduates, all agreed that guanxi is vital in finding a job in SOEs or 
in governmental organisations. 
 
Carlsberg China chief executive, Sunny Wong commented that Guanxi is 
extremely important in recruiting employees in SOEs and governmental 
organisations. Wong said: 
 
They can hire an employee through guanxi and set up a new post for those new 
employees. The post may no thave existed before. This is totally different from 
MNCs which try to find people for a specific post.  
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Da Jia Le previous owner, Wang Ke Jia also noted guanxi is crucial for 
recruitment in SOEs and governmental organisations. Wang gave an example: 
 
Xi Jinping, the current vice-president of the PRC, is the youngest son of Xi 
Zhoungxun, one of the founders of the Communist guerrilla movement in Shaanxi 
province and former vice-premier. Through that guanxi, Xi had a chance to get 
into the government and eventually, he became the vice-president currently. 
Thus, feudalism still plays a key role in the central government. Nevertheless, we 
should not ignore that Xi is a very smart and hard-working person.  
 
University of Sunderland graduate, Edison Wang gave another example: 
 
Li Peng, the premier of China in 1987-1998, was the adopted son of Zhou Enlai. 
Li Xiao Lin, his daughter who is currently the vice chairman in the China Power 
Investment Corporation (CPI), one of the five largest state-owned power 
producers in China. Lots of people believe Li Xiao Lin used her fathers guanxi in 
order to get her job. 
 
Nottingham University graduate, Surina Wong also agreed Guanxi is important 
in recruitment and selection in SOEs or government. She stated that: 
 
When you apply for the jobs in government, you must pass the civil service exam 
(gong wu yuan kao shi). Then, you will have a face-to-face interview which is the 
most crucial part of your recruitment processes. The examiner will ask several 
questions during the interview. If you do not have guanxi and answer all the 
questions correctly, it does not mean you can be guaranteed for the job as 
examiners may give some excuses for not hiring you. However, if you have 
guanxi and do not answer those questions properly, they might still make you 
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an offer and the examiner will comment on you as an applicant with a good 
attitude. Therefore, guanxi plays a key role in recruiting in government. 
 
7.4 Guanxi is less important in recruitment and selection in POEs 
 
For POEs, guanxi plays a less important role comparing with SOEs and 
governmental jobs in recruiting new employees. There are mixed opinions from 
the interviews which author has conducted. Da Jia Le previous owner, Wang Ke 
Jia said: 
 
 Guanxi is not that important in our company. This is because if my friends 
recommend some people to work in Da Jia Le, but their abilities are not good 
enough and they do not work properly, then my friend will lose face and feel 
sorry about that. Thus, no matter whether I am recruiting senior or junior staff, I 
prefer not to use guanxi and avoid it as much as possible. 
 
However, Tomer assistant of CEO, Sun Lei, believed lots of jobs need guanxi, 
otherwise you have no chance to get them. Sun said: 
 
 I have worked for 10 years after graduating from university, and my experience 
told me a good guanxi and social network could determine whether you can get 
a job or not in POEs. Our company is a SOE but we worked with lots of POEs and 
many of them use guanxi in their recruitment and selection. 
  
Carlsberg China chief executive, Sunny Wong added guanxi may not be avoided 
in China or even in Asia, as there are many family business in this region. Hence, 
people can use guanxi or take over businesses from their family members 
directly. 
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Nottingham University new graduates, Susie He and Nica Wei also commented 
about it. Wei said: 
 
No matter whether it is a large or small POE, guanxi is crucial in recruitment 
and selection. My father established his business 15 years ago and he told me the 
importance of guanxi in POEs. Many departments have their own recruitment 
processes, methods and policies and they are difficult to monitor by the board.  
 
Wei also mentioned that: 
 
When I applied to some POEs before, they asked me to provide some references 
with background. Moreover, if you want to get a good job in SOE, you must give 
some favours to the HR managers or related people. Sending gifts to them and 
inviting them to have dinner is very normal. 
 
7.5 Guanxi is not that important in recruitment and selection in MNCs 
 
Guanxi is relatively not important in recruitment and selections in MNCs. The 
reasons are many MNCs have their own beliefs, values and HRM practices.  
 
University of Sunderland graduate, Alan Long said guanxi is not that important 
in finding jobs in MNCs and foreign companies. Long stated that: 
 
Most of the MNCs and foreign companies have their complete HRM practices and 
recruitment systems. Many of my friends whose are working in the MNCs such as 
P&G, Tesco, PricewaterhouseCoopers and KPMG used formal application channels 
to apply for their jobs. Guanxi does not really matter. 
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Carlsberg China chief executive, Sunny Wong explains that MNCs and foreign 
companies focus more on abilities and working experience of their applicants 
rather than guanxi. Wong said: 
 
All applicants should have some basic knowledge of our company and brewery 
industry. They also need to have some related working experience, outstanding 
working performance in the previous jobs and good working abilities. Like other 
MNCs, guanxi plays a very minor role in our company. Wong also added We 
have our own HR teams for recruitment and they will try to find the best 
matching people for our jobs. For senior staffs, we use formal channels such as 
magazine advertisements, Internet and headhunter companies. However, we will 
consider guanxi when recruiting junior stafs and the referees can even receive 
bonuses for that. 
  
7.6 Guanxi plays a less important role in China: Mixed Opinions 
 
On one hand, some interviewees believed guanxi was no longer that important 
nowadays in China. On the other hand, guanxi still seems to play a role in many 
enterprises for recruitment. Beijing Union University graduate, Wang Lin said: 
  
Guanxi is definitely important nowadays. 9 out of 10 of my friends use guanxi 
to get their jobs, and only one has used formal recruitment methods. He applied 
for the job through university job services and he took several interviews to get 
into the company. After that, he needed to have a 6-month test period before 
becoming the formal employee and the salary was only RMB$400 (£28) monthly 
in this period. 
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Nottingham University newly graduate, Alec Fu also said: 
  
China has a very long history and we have our own traditions and cultures, 
guanxi cannot be changed that easily and it still plays a key role in recruitment 
and selection. 
 
However, many enterprises have started encouraging or using the newer and 
fairer internationally used recruitment methods. The guanxi problem in 
recruitment has been progressively improved in Chinese enterprises, in the face 
of challenging by international companies. Therefore, they try to move away from 
the deeply rooted Chinese values and beliefs. Companies are mainly filled with 
high qualified employees; meanwhile, the employees who entered companies 
through guanxi are motivated to perform better in order to achieve the 
international competitive standard in limited time. 
 
University of Sunderland graduate, Sun Bo highlighted the importance of China 
accesses to the WTO. He said: 
 
As China has entered the WTO in 2001, China has implemented lots of reforms in 
the economy. Western style management brings some challenges and impacts to 
Chinese companies. They start to be more concerned more about applicants 
education backgrounds, working abilities, personality and previous working 
performance rather than guanxi and social ties. 
 
Nottingham University graduate, Steven Ma also pointed out the pressure from 
the government, and he stated: 
 
The Chinese government wants to establish a good image for other enterprises 
and the whole world, therefore, it actively encourages anti-corruption, and the 
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importance of guanxi is declining. However, guanxi and social ties are 
something which cannot be  changed in a short period. 
 
Carlsberg China chief executive, Sunny Wong also believed guanxi is less 
important than before. Wong has worked in China for more than 15 years and he 
concluded four reasons for that situation: 
 
 Guanxi is not the only factor that enterprises will consider nowadays. Firstly, 
people can access to different varieties of information due to the improvement of 
information technology and its increasing popularity. They can have a chance to 
learn from the west and the world. Secondly, many MNCs and foreign companies 
enter into China and they introduce their western style HRM practices, values and 
cultures through setting up joint-ventures with their Chinese partners. Thirdly, 
the whole institution is now changing in Mainland China. Many SOEs restructure 
and use a new way to manage their employees. Lastly, the Chinese economy has 
growth rapidly, and lots of small and medium-sized enterprises have established. 
People with high working abilities no longer want to work in SOEs and they try to 
find better jobs. Thus, SOEs lose some good workers and if they want to survive 
in the market, they must improve and increase their competitiveness. More 
importantly, they cannot rely on the subsidies by the government nowadays. 
They need to be more realistic and give up guanxi and social ties in order to 
face the market competition. For those reasons, I believed guanxi has become 
less important. 
 
Therefore, HR departments should be very careful in selecting their potential 
employees through the clear position requirement, a series of strict recruitment, 
screening and selection process. The qualified applicants should be recruited 
regardless of whether they have guanxi or connections with important people 
within or outside companies.  
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7.7 Guanxi plays a more important role in inland China 
 
Most of the graduates were not too sure about it as they do not have too much 
experience in working in inland China. However, all the four interviewees from 
three different types of businesses said guanxi plays a more important role in 
inland compared with coastal regions and developed regions. 
 
Da Jia Le ex-general manager, Wang Ke Ji said: 
 
In coastal cities such as Shanghai and Xiamen, people or enterprises are more 
likely to accept new ideas or values and formal recruitment methods, guanxi is 
not the only factor they will consider. Nevertheless, for western areas and less 
developed regions, guanxi is so crucial for managing our business. In Chinese, 
we say If you are further away from the emperors foot, local officials will do 
whatever they like to do. This is so true and you must have guanxi with local 
officials or people, otherwise, your business will suffer from operations.  
 
Tomer Electronics & Watch Co. Ltd (Tomer) assistant of CEO, Sun Lei gave an 
example for their parent company Shenhua Group. Sun said: 
 
Our parent company operates in Inner Mongolia and they need to contact the 
mayor or local officials regularly. They must have a good guanxi and 
relationships with them, so that they can operate smoothly and get protection if 
anything goes wrong.  
 
Carlsberg China chief executive, Sunny Wong also thought good guanxi can 
help their operations especially in Lanzhou and Tibet. Thus, guanxi plays a more 
essential role in inland or western China. 
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Chapter 8: Discussion and Theoretical Conclusions 
 
Overall, based on the data analysis, guanxi still plays a key role in SOE and 
governmental job recruitments. However, some changes have occurred in Chinas 
HRM and recruitment policies and practices under the market economy after the 
economic reform in 1978. Guanxi is no longer the only factor which POEs will 
consider, and other factors such as working experience and individual abilities are 
crucial as well. To some extent, these changes provide more chances and fairer 
opportunities for applicants. In the long term, these will create competitive 
advantages and increase working efficiency and effectiveness for companies. 
MNCs started pouring into China in the last decade, and many of them apply their 
own HRM and recruitment practices in China. Many of them localize part of their 
HRM policies and practices in order to suit the Chinese environment; however, 
they do not change their recruitment or selection practices too much. Thus, 
guanxi is relatively unimportant in recruitment for MNCs and foreign companies.  
 
Currently, there is still room for improvement for the HRM system in China and it 
is not just limited to the recruitment practices. In fact, the whole HRM system in 
China is still in the early stages and there are many problems. It generated many 
conflicts when a large number of MNCs started entering the China and required 
quality staff. For example, Zhu and Dowling (1994) indicated that performance 
appraisal has not established its position in Chinas enterprises. Many cases show 
that it has not been conducted on a systematic basis and its accuracy and 
significance have been reduced. More importantly, it has also caused a slowing 
down of the reform of the compensation systems. Of the training system in 
China, Warner (1993) said Training remains narrowly defined, in contrast to the 
Western HRM notion of planning for long-term staff development. Additionally, 
guanxi and inter-related human relations usually play an important role in the 
recruitment and selection processes in the Chinas enterprises. The right person 
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cannot be guaranteed for the right position, while some applicants can get the job 
although they cannot fulfil the job requirements. Hence, Chinas HR and 
recruitment reforms still have a very long way to go, especially for SOEs and the 
government.  
 
What kind of HRM model is the best one for China? 
 
The most fundamental challenge to the HR community in China is the need to 
develop HR theories and practices that are suitable for and compatible to China. 
Although China has put a great deal of efforts into its HR and recruitment 
reforms, its inward-oriented development still brings a range of issues such as 
production inefficiencies, inadequate knowledge of markets and poor product 
quality (Glover and Siu 2000). Which HRM model is better for China, a wholly 
owned model with Chinese characteristics or transferring a model from the West 
such as the Michigan, Harvard and Guest models? Or will a combined model of 
these Western models with the Chinese one be the most suitable one for the HRM 
and recruitment in China? 
 
8.1 A wholly owned model with Chinese characteristics 
  
Under the central planned economy, Chinas adopted the three old irons for their 
HRM practices in the early 1950s (Warner 2008) which were largely copied from 
the Soviet Union. However, low efficiency, lack of incentives, overstaffing, and a 
high level of bureaucracy became serious problems for the Chinese enterprises 
(Cooke 2005, P.42). These characteristics were dominant in the personnel 
management system until the 1980, as most of the Chinese employment 
organisations were state-owned (Cooke 2005). China was increasingly under 
pressure and faced the need for catching up with the modern world; thus, 
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enterprise reform in the 1980s led to a more market-oriented HRM approach. This 
had a huge impact on and brought challenges to the traditional HRM practice in 
China to some extent. For example, enterprises have autonomy on recruitment 
and selection; training and development systems have also been adopted by 
Chinas enterprises. However, it has been argued that this HRM system with 
Chinese characteristics still exposed too many weaknesses and was difficult to 
depart from the complexity of guanxi. This is also why Carlsberg chief executive, 
Sunny Wong indicated that many employees with high working abilities no longer 
want to work inside SOEs as they want to find some new challenges and better 
career paths. SOEs, POEs and the government should be more realistic and give 
up the overuse of guanxi and social ties in recruitment and other parts of HRM. 
As mentioned in Chapter 2, strong guanxi may be good for companies as it can 
shield companies from unexpected challenges or minimize costs and it can be the 
key factor in the long-term business success in China (Luo 1997). Nevertheless, it 
can also be trouble for companies, as enterprises may not get the right person for 
the right job and their quality may be not good enough; that is why Da Jia Le 
previous owner, Wang Ke Jia said to avoid hiring people with guanxi. Thus, if 
companies want to survive in the market or increase their own competitiveness, 
they cannot just develop their own HR or recruitment policies and practices 
without learning from successful experiences in other countries. Although many 
POEs and SOEs formalize their recruitment procedures and there are also a 
number of new approaches in recruiting for the state sector, including allowing 
employment organisations to look for appropriate candidates directly from the 
external market (Cooke 2005), and introducing civil service exams for applying 
for governmental jobs, their reliability and openness of are still doubtful. 
 
In the 21st century, internationalization and globalization of business are the 
trends and they enhance the demands to put HR across different national borders 
and cultures, thus, China must re-evaluate and modernize its own HRM practices 
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and leave some traditional values or customs behind in order to accelerate its 
accession to the world economy.  
 
8.2 Transferring the HRM model from others 
 
It is undoubted that many Western countries and Japan have more experience 
and theoretical models than China in the HRM area. However, HRM practices are 
difficult to duplicate and transfer completely from a specific model into a different 
national context, as the author has already argued in the previous chapter. 
Verburg et al. (1999) point out that HRM practices will have different meanings 
when they are applied into a different context; therefore, these may not 
necessarily lead to the preferred behaviour. HRM practices will lead to preferred 
results by employees only when applied in the right context. Moreover, if 
organisations want to apply western HRM practices in Chinese enterprises, this 
will require a substantial change in cultural norms and traditions which are not 
easy to achieve in China or even other nations. Thus, Child (1994) argues that it 
would be naïve to think Chinese organisations can readily adopt Western or 
Japanese approaches of HRM. A major change in the institutional structures 
within which HRM practices are formed in the Chinese industry are also required. 
Therefore, it might not be a good idea for firms to copy the HRM systems directly 
from overseas. Modification has to be made in order to bring the best results for 
companies (Ahlstrom et al. 2001). 
 
The Harvard, Michigan and Guest models which author have mentioned in the 
literature review can provide some useful directions and ideas for the 
development of HRM in China. They explain the nature and significance of key HR 
practices; however, author believes that none of these three models is suitable to 
apply into the enterprises in China except for MNCs. Firstly, these models are too 
simplistic. The result of the interviews showed that there is a big difference for 
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HRM and recruitment in different types of organisations in China. For example, 
guanxi is not very important in MNCs when compared with SOEs. Moreover, the 
HRM practices have such a large distinction between the coastal developed cities 
and western/ inland areas. Operating in China has to face many uncertainties and 
it can not be explained in just twenty pages or just by a theory. There are many 
factors and background such as the role of the communist party, the Chinese 
culture and values, and the development of management and organization of 
business in China also needs to be considered.  
 
Moreover, these three models are too idealistic. For example, the Michigan model 
defines selection as selecting people who are best able to perform the jobs which 
include internal movement of people and external hiring into the organisation 
(Fombrun et al. 1984, P.41). Clearly, it cannot fulfill and implement that easily in 
China as guanxi and social ties still influence many enterprises to some extent. 
Recruitment and selection are not totally open and fair in China compared to the 
West.  
 
Additionally, these three models are all from the West and their HRM policy 
choices, behaviour outcomes, performance outcomes and financial outcomes may 
be different from China. However, there are different areas of HRM such as 
recruitment and selections. Companies can apply it step by step or through joint-
ventures with foreign companies. 
 
8.3 A hybrid HRM model 
 
There is now an emerging consensus among researchers (e.g. Warner 1993, 
1995; Zhu & Dowling 2002) that many traditional Chinese HR policies have 
changed and Cooke (2005) stated there is clear evidence that a more complex 
and hybrid management model which combines both Chinese management 
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characteristics and Western or Japanese approach is emerging. An increasing 
number of enterprises operate with a blend of Chinese and Western HRM practice 
especially larger and new enterprises across different ownership structures that 
are located in coastal and developed cities due to marketization and enterprise 
autonomy (Ding & Akhtar 2001). A model without considering contextual 
knowledge such as cultural values, insights into local organisational structure and 
labour regulations (Verburg. et al. 1999) may not fit in the Chinese context. 
Therefore, the importance of guanxi and social ties should not be ignored as 
they still play a key role for recruitment and HRM especially in POEs, SOEs and 
government. Although guanxi and social ties may bring some disadvantages for 
companies, appropriate guanxi and social ties may bring benefits for enterprises 
to some extent and they are still significant, especially in inland China. Thus, HR 
managers cannot neglect such a vital factor when they implement Western HRM 
practices into China. They must consider and try to find out the best way to 
combine them into their HR practices. 
 
Moreover, larger organisations in China are beginning to adopt Western practices 
of HRM in several areas such as more sophisticated recruitment and selection 
methods, various methods of financial rewards with individual and organisational 
performance, increasing levels of personnel development and training, more 
flexibility in strategies of labour utilization and a renewed interest in enterprise 
culture with strong Chinese characteristics (Cooke 2005). Although the level of 
uptake is relatively low and lagging behind Western countries, Western HRM in 
China is becoming more systematic and strategic which concern more about 
employees commitments and how to motivate your employees. Chinese 
enterprises are accepting it incrementally and try to combine it with Chinese 
characteristics.  Guanxi is no longer the only dominant factor in recruitment and 
HRM as half of the interviewees believed guanxi is less important nowadays.  
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Carlsberg Chinas chief executive, Sunny Wong, believes that combining Western 
and Chinese HRM practices is the best way to operate in China. In Carlsberg 
China, they adopted the standard HRM policies and styles from headquarters but 
at the same time, they localized some of their HRM practices in order to suit the 
Chinese environment. For example, all the operation managers in their joint 
ventures are locals. Wong explained that this will encourage their employees to 
express their views and have better communications between managers and 
employees, which will be helpful and make it easier for them to manage the 
group.  
 
More importantly, a hybrid model is possible to implement in China and Cooke 
(2005) concludes three reasons for this. Firstly, there are lots of MNCs and joint 
ventures operating in China and many of them adapt their Western HR policies 
and practices to fit Chinese cultural values and norms. Many local companies or 
organisations are beginning to model these Western management practices with 
Chinese characteristics as best practices. Many of them adopt their management 
techniques and organisational procedures. Secondly, returned overseas graduates 
and migrant workers from Hong Kong and Taiwan bring yet more Western 
management techniques into the Chinese HR system. In the past 20 years, more 
than 580,000 Chinese have gone abroad to further their education; more than 
130,000 overseas Chinese students had returned to China by the end of 2002 
and there has been a significant increase since then of 13 per cent each year 
(Peng 2003).  They may act as catalyst in the adoption of the new HR practices 
with Chinese features in their workplaces if local employees feel the need to 
compete with these employees who are pro or more receptive to these practices. 
Thirdly, due to the economic reform, the new generations of Chinese mangers are 
more likely to bring Western HR practices into the Chinese one. They tend to be 
more open-minded and innovative. They may more likely champion the diffusion 
of advanced Western management practices in their workplace. Other than 
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those three reasons, POEs are becoming more and more popular in China, as 
mentioned in Chapter 2 and most of them aim at profit maximization. If they just 
consider guanxi or traditional personnel management, they will find it difficult to 
compete with other players in the market. Hence, a hybrid model combining 
Western practices and Chinese characteristics is beginning to take root in China 
and it should be the most suitable model for both domestic and foreign firms. 
 
8.4 The future trends of guanxi and social ties on recruitment and 
selection in China 
 
Half of the interviewees did not agree guanxi may play a less important role in 
China; because most of them believed there are still relative lack of formal 
institutions and recruitment procedures. In fact, this has changed so much 
nowadays. Many MNCs and foreign companies entered into the Chinese market 
and they introduce western or Japanese HRM practices and recruitment methods 
into both private and public sector. This is why Cooke (2005) believed more and 
more local companies adopt more formal, softer and strategic recruitment and HR 
practices. Some conventional aspects of HRM such as recruitment and selection, 
training and development, performance and rewards are more human oriented 
nowadays. Interests are turned increasingly to the softer dimensions such as 
cultural management, team-working, motivational theories and organisational 
commitment. Authors believed this will also continue in the future and these 
elements will combine with some new concepts, for example, e-learning and 
online training and they will become the new trends of HR practices in China. The 
difference between China and other developed countries is going to be less and 
less. More significantly, the central government would like to show their 
ambitions for change to the foreigners and outsiders, therefore, the importance of 
guanxi and social ties is diminishing in recruitment procedures and HRM 
practices.  
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In this section, a hybrid model which combines Chinese and western HRM practice 
has been chosen. Enterprises no matter they are SOEs, POEs, MNCs and foreign 
companies, they all need to consider guanxi and social ties when they do 
businesses in China. At the same time, if they would like to survive and perform 
better in the market, they need to adopt the Western HRM practices as they are 
more complete and more experience. However, author believes the effect of 
guanxi and social ties on recruitment and HRM is no longer as crucial as before 
as formal, softer and strategic recruitment and HR practices have been adopted 
by enterprises in China. 
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Chapter 9: Conclusions  
 
The business environment in China is changing; it has moved from predominance 
by the state-owned sector to a sectoral pluralism where there are SOEs, POEs, 
joint ventures and other types of businesses. The business environment with 
market socialism and Chinese characteristics is establishing itself incrementally. 
The theoretical implications of these research findings suggest that the role of 
guanxi, social ties and national culture still weighs heavily in the balance when 
we look at how recruitment and selection and human resources are managed in 
the PRC. SOEs, governmental jobs and some POEs still consider guanxi as one of 
their major recruitment and selection methods; however, MNCs and foreign 
companies do not take them into account to any great extent. Furthermore, 
guanxi and social ties are even more important in inland and western areas 
compared to the costal areas.  
 
In order to survive in the Chinese market, enterprises cannot just adopt the 
wholly owned model with Chinese characteristics or just transfer their Western 
models directly from the West, they must combine them in order to create 
competitive advantages and survive in the market. Cooke (2005) stated that the 
majority of jobs in China are relatively low skilled and poorly paid with limited 
intrinsic value, and it would be difficult to expect a macro convergence towards 
the high-commitment model of HRM. Thus, both hard and soft approaches to 
HRM will co-exist in China in the future. In addition, there may be more and more 
companies adopting more Western, softer, strategic recruitment and HR 
practices; hence, author believes guanxi and social ties may play a less 
important role in the future as China has a more complete HRM policy and 
practice.  
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Limitations & Future Research 
 
Even though this paper attempts to investigate and explore how guanxi affect 
recruitment and selection in different ownerships of businesses, the research 
constraints within this study cannot be neglected. Suggestions for future research 
are also going to be addressed in this section. 
 
Analysis of Chinese HRM practices is quite widespread; however, there is a lack of 
information as to which HRM model, the Harvard one or the Michigan one or 
another, is more suitable for the Chinese context. The author found it quite 
difficult when trying to apply it ito the interview results and case studies.  
 
Another constraint is time. The project time scale only allows for data collection 
and analysis of a limited number of organisations and interviewees. The 
respondents are all university graduates and most of them are from coastal and 
developed areas. If more time was permitted, further research could be 
conducted which could give a more accurate and comprehensive reading for the 
paper.  
 
Furthermore, it was very difficult to gather the information by telephone and 
author also needed to translate the information from Chinese into English. There 
are some specific words in Chinese which are difficult to translate, and this took 
quite a long time to complete. 
 
Finally, for the author, this was the first time to use telephone interviews for 
collecting primary data, so lack of experience was a problem. Saunders, Lewis 
and Thornhill (2007) mention that the participant may be less willing to provide 
researchers with as much time to talk to them in comparison with a face-to-face 
 81
interview. So, it might be difficult to get the best answers from interviewees and 
bias might be hard to avoid to some extent. 
For the future researches, several areas can be dealt with. For example, the 
central government is still the biggest employer in China, and research could 
focus on it and examine what role guanxi and social ties play nowadays. 
Moreover, the respondents for interviews could also include people from 
headhunting companies, as they may have an overview of the whole recruitment 
and selection market. They may have some valuable experience of and insights 
into this topic. Additionally, researchers could explore the influence of social ties 
and guanxi in other areas which are deeply influenced by Chinese culture such 
as Hong Kong, Taiwan and Singapore. Researchers could also compare guanxi 
with social networks in the West and see their influence on HRM practices. Lastly, 
more and more Chinese companies are entering into the global market and 
researchers could investigate whether guanxi and social ties are important or 
not when these companies enter into the new market.  
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Appendix 1:  Interview Question Set One 
 
Q1. What are the most important factors that you consider when you   
apply for jobs in China? (ᔧᙼ)?Ё)턫?䇋Ꮉ԰ᯊ, ҔМ)됲?ᰃᎁ੡່䞡㽕ऱ˛) 
 
1) Company size ݀ৌ㾘῵ 2) Company reputation ݀ৌৡ䁝 
3) Promotion/ Working path 
ᰝछⱘ䘧䏃 
4) Pay/ Bonus system 㭾?ࠏ⩇?㋏㒳 
5) Interests ݈䍷 6) Working conditions Ꮉ԰⦃๗ 
7) Welfare system ⽣߽ԧ㋏ 8) Appropriate training 䗖ᔧ䆁㒗 
9) Good senior support ࠡ䕜ⱘᬃᣕ 10) Working Location Ꮉ԰ഄ⚍ 
11) Working hours/ Holidays 
Ꮉ԰ᯊ䯈؛᮹ 
12) Job mobility /ԃ?ࡼᗻ 
13) Others (Please specify)݊Ҫ䇋䁾ᯢ 
 
Q2. What methods do you use when you look for jobs? (ᔧᙼᇏᡒᎹ԰ᯊˈ 
ᙼᰃՓ⫼ҔМᮍ?꤬??) 
 
1) Newspaper/ Magazine 
advertisements ᡹㒌ᴖᖫᑓਞ 
2) Job Fairs (/ԃ?/⤿鄀) 
3) Online applications 㒓 ?⬇䇋 4) Employment services at universities 
໻ᄺⱘ/ԃ?ࡵ 
5) Recruitment agents /ԃ?⧚ 6) Recruitment centers /ԃ?Ёᖗ 
7) Individual recommendations/ 
informal contact টҎ᥼㤤 
8) Others (Please specific)
݊Ҫ䇋䁾ᯢ 
 
Q3. How long do you normally take a job for? (ᙼ䗮ᐌ໮Й㛑ᡒࠄᎹ԰˛ 
 
Q4. What are the biggest challenges when you find a job in China? 
(ᔧᙼᇏᡒᎹ԰ᯊˈᙼ䘛㽟᳔໻ⱘᣥ᠄ᰃҔМ"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Q5. Do you think guanxi is important in recruitment and selection when 
you apply for a job in foreign/private companies in China? If so, how 
important is it? Could you please give some examples? 
(ᔧᙼ⬇䇋໪)?/⾕Ҏ݀ৌⱘᎹ԰ᯊˈᙼᰃ৺䅸Ў䮰֖ᰃ䞡㽕ⱘ˛བᵰᰃˈᅗᰃᗢМⱘ䞡㽕˛ 
䇋В 퐄?՟ᄤ )˛ 
 
Q6. Do you think guanxi is important in recruitment and selection when  
you apply for a job in state-owned enterprises/government sector? If so, 
how important is it? Could you please give some examples? 
ᔧᙼ⬇䇋)턹?ӕ /ᬓᑰⱘᎹ԰ᯊˈᙼᰃ৺䅸Ўþ䮰֖ÿᰃ䞡㽕ⱘ˛བᵰᰃˈᅗᰃᗢМⱘ䞡
㽕"䇋В 퐄漅?ᄤ˛ 
 
Q7. Do you think guanxi is less important in China nowadays? 
(ᙼᰃ৺䅸Ўþ䮰֖ÿ)?⦄ҞⱘЁ)?䕗Ў ?䞡㽕˛ 
 
Q8. Do you think guanxi is less important in coastal regions and larger   
cities? (ᙼᰃ৺䅸Ўþ䮰֖ÿ)??錣䬬?ഄऎ੠໻䛑Ꮦ䕗 ꄿ?˛ 
 
Q9. Do you think guanxi is crucial for obtaining promotion?
ᙼᰃ৺䅸Ўþ䮰֖ÿᰃ㦋ᕫᰝछⱘ݇䬂˛ 
 
Q10. Do you know any of your friends/relatives who used guanxi in 
order to get a job?ᙼᰃ৺䁡䄬Փ⫼þ䮰֖ÿ㗠ᕫࠄᎹ԰ⱘ᳟ট҆៮˛ 






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Appendix 2:  Interview Question Set Two 
 
Q1. What are the most important factors that you consider when you   
recruit in China?ᔧ䊈݀ৌ䘆㸠ᖉࢳᯊˈᙼץᎁ੡ҔМ)됲?ᰃ່ 䞡㽕ऱ" 
 
Q2. How does your company invite candidates for job application in 
China?ᔧ䊈݀ৌ䘆㸠ᖉࢳᯊˈᙼץᰃՓ⫼ҔМᮍ??ⱘ" 
 
1) Newspaper/ Magazine advertisements 
᡹㒌ᴖᖫᑓਞ 
2) Job Fairs /ԃ?/⤿鄀) 
3) Online applications 㒓 ?⬇䇋 4) Employment services at universities 
໻ᄺⱘ/ԃ?ࡵ 
5) Recruitment agents /ԃ?ҷ⧚ 6) Recruitment centers /? ĕ需) 
7) Individual recommendations/ informal 
contact টҎ᥼㤤 
8) Others (Please specific) ݊Ҫ䇋䁾ᯢ 
 
Q3. Do I need to have 'guanxi' in order to work in your company? 
៥ᰃ৺䳔᳝þ䮰֖ÿᴤ㛑)?䊈݀ৌᎹ԰˛
 
Q4. What are the biggest challenges when you recruit in China? 
ᔧ䊈݀ৌ䘆㸠ᖉࢳᯊˈᙼץ䘛㽟᳔໻ⱘᣥ᠄ᰃҔМ" 
 
Q5. What are the differences between recruiting senior and junior staffs 
in your company? ᔧ䊈݀ৌ䘆㸠ᖉࢳ䌘⏅੠߱㑻㘠Ꮉᯊˈᙼץ᠔Փ⫼ⱘᮍ??᳝ҔМऎ
߿"
 
Q6. Do you think guanxi is important in recruitment and selection when 
you apply for a job in foreign/private companies in China? If so, how 
important is it? Could you please give some examples? 
(ᔧ⬇䇋໪)턀/⾕Ҏ݀ৌⱘᎹ԰ᯊˈᙼᰃ৺䅸Ўþ䮰֖ÿᰃ䞡㽕ⱘ˛བᵰᰃˈᅗᰃᗢМⱘ䞡㽕˛
䇋В 퐄?՟ᄤ˛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Q7. Do you think guanxi is important in recruitment and selection when  
you apply for a job in state-owned enterprises/government sector? If so, 
how important is it? Could you please give some examples?
ᔧ⬇䇋)턹滑? /ᬓᑰⱘᎹ԰ᯊˈᙼᰃ৺䅸Ўþ䮰֖ÿᰃ䞡㽕ⱘ˛བᵰᰃˈᅗᰃᗢМⱘ䞡㽕˛
䇋В 퐄?՟ᄤ˛ 
 
Q8. Do you think guanxi is less important in China nowadays? 
(ᙼᰃ৺䅸Ўþ䮰֖ÿ)?⦄ҞⱘЁ)?䕗Ў ?䞡㽕˛ 
 
Q9. Do you think guanxi is less important in coastal regions and larger   
cities? (ᙼᰃ৺䅸Ўþ䮰֖ÿ)??錣䬬?ഄऎ੠໻䛑Ꮦ䕗 ꄿ?˛
 
Q10. Do you think guanxi is crucial for obtaining promotion?
ᙼᰃ৺䅸Ўþ䮰֖ÿᰃ㦋ᕫᰝछⱘ݇䬂" 
 
Q11. Do you know any of your friends/relatives who used guanxi in 
order to get a job?ᙼᰃ৺䁡䄬Փ⫼þ䮰֖ÿ㗠ᕫࠄᎹ԰ⱘ᳟ট҆៮" 
Q12.  Does your company localize the HRM practice in order to suit the 
Chinese context? (䊈݀ৌᰃ৺ᇛҎ࡯䊛⑤ㅵ⧚ഄᮍ࣪ҹ䗖ড়Ё)?᭛࣪" 
